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ABSTRACT

This is a report on the first year's operation of a
major job-readiness and job placement program in an "urban fringe"
area near the San Prancisco Bay. It includes contractor's categories
and full information on types and numbers of placements. Also
included are narratives of successful programatic breakxthroughs and
descriptions of areas which have caused, or continue to cause,
program difficulties. There were some anticipated successes--traineces
jumped between two and seven grades in educational attainment within
10 weeks--and some unanticipated failures. There were also sonme
tentative research conclusions which ray influence national manpower
policy, or stimulate a heated controversy. The so-called
"untrainable® and "uneducable" men and women coming into the grogranm
to prepare for a job, were advanced so quickly, that new work and
educational options opened to them: a high school diplcoma and college
entrance. Despite first year failures, over 66 percent of the
graduates were permanently placed in private-industry jobs, an
increasing number of trainees began to obtain their high school
diplomas, and an equal nurber went on to college and stayed there.
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INDUSTRIAL MANPOWER CENTER
==~ & -~ -~ =
Pittsburg-Antioch, California

This rzport on a demonstration project was prepared
under a contract with the Manpower Administration,
U.S. Department of Labor, under the authority of the
Manpower Development and Training Act.
Organizations undertakiig such projects under the
Government sponsorship are encouraged to express
their own judgment freely. Therefore, points of view
or opinions stated in this document do not
necessarily represent the official position or policy of
the Department of Labor.

United States R & D Corp.
605 Third Avenue; Room 3210
New York, New York 10016

Contract No. §2-34-68-37



{ THE REPORT IN BRIEF
L ]

This is a report on the first year's operation o
major job-readiness and job placement prograrn in
“urban fringe” area near the San Francisco Bay.
includes contractor’s categories {e.g., outreac
recruitment, training, job developmeant, placeme:
follow-up} and (ull information on types a
numbers of placements.

Also included are narratives of successl
programmatic breakthroughs and descriptions
areas which have caused, or continue to cau:
program difficulties.

There were some anticipated successes — traine
jumped between two and seven grades in educatior
attainment within ten weeks — and son
unanticipated failures.

There were also some tentative resear:
conclusions which may influence national manpow
policy, or stimulate a heated controversy. Tt
so called “untrainable’” and “uneducable’ men ar
women coming into the program to prepare for a jo
were advanced so quickly, that new work ar
educational options opened to them: a high schc
diploma and coliege entra.sce. instead of being slott
into one manpower career ladder without advan
conceptual preparation, they could now intelligen!
and carefully choose between a range .
opportunities, thus enhancing their chances for
successful and <atisfying cateer.

Despite first year failures, over 66 percent of t
graduates were permanently placed
privateaindustry jobs and an increasing numher -
trainees began to obtain their high school dipton:
and an equal number went on to college and stay:
there.
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Hardly a week passes without some private or public
official calling for the "involvement of the private
sector in the solution ot public problems.”

A business executive's desk is now covered with mail
from the Chamber of Commerce, the American
Management Association, ihe National Industrial
Conference Board, the Urban Coalition, and a host of
other private and public organizations. They all have
the same message: a plea for the executive to apply
the talent that built America to the solution of urbzn
problems.

The busiessman is invited to come 1o conferences,
Farticipute in sensitivity training, join manpower
consortiums, and give his money. For many
executives the preblem is now one of selecting among
priorities.

It is the contention of this contractor, based on the
comparative experience of this demonstration
project, that in the field of manpower the talent of
industry remains largely untapped. This is particularly
true in the smaller urban centers where the pressures
created by the conflict of rising amhitions and
stagnant sysiems is not so apparent or sO clearly
defined.

There is also evidence that some manpower programs
in which government and industry are now
concentrating could return America to a '‘company
{own" concept where an employee is locked into a
particular job at a particular tocation.

These programs could also liniit or stifle the abitity to
succeed of the American who has dropped out of
school and enters into the syndrome of
unemployment, poverty and welfare, Instead of
nQ"““ng new vistas to him, some of the manpower
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INTRODUCTION:
]

THE “WHY" OF ANOTHER MANPOWER DEMONSTRATION

programs could close avenues of

opportunity.

actually

In the thrust for “immediate” employment, in the
race for “‘numbers,”” in the search for “instant”
success, America may be paving the way for the
ghetto generation to reach oni's ac high as the level o}
the bypassed, frustrated, angry, hard-working
lower-income white generation which now vigorously
resists and resenis change because it has been left
behind. While the current manpcwer programs may
be designed to reduce the tensions of contemporary
America, it is the coniention of this contractor, based
on the comparative experience and data of this
demonstration, that some of the methodology now
being used is only delaying the confrontation and, in
s0 doing, intensifying the potential conflict.

There is a bitter irony i~ this dilernma. At this
junction in history, industrial managers, who have
often stood in the doorway of progress {forciig the
ghetto American to come around to kick in the back
door} are ready to respond. At the same time, the
ghetto American believes that the genius of American
industry can hefp solve his problems. The two sides of
the equation are ready for matching.What remains to
be done is to find the coupling.

Exploring one repticable *'coupling” for involving the
talent of industry in the solution of manpower
problems was a goal of the project in the
Pittsburg-Antioch 2rea of northern California, After
an initial year of experience, @ model s Cmerging
which challenges somie of the basic trends in currens
manpower planing.

This emerging model has several basic zomponents
it stresses prevocational experience as a job
pre-requisite; it encourages further study to enter the
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THE *“WHY'" OF ANOTHER MANFOWER OEMONSTRATION

programs could actually close avenues of
opportunity.

In the thrust for “imriediate’”” employmeat, in the
race for “‘mumbers,” in the search for "instant”
success, America may be paving the way for the
ghetto generation to reach cnlv as high as the level of
the bypassed, frustrated, angry, hard-working
lower-income white generation which now vigorously
resists and resents change because it has been left
behind. While the current manpower programs may
be designed 1o reduce the tensions of contemporary
America, it is the contention of this contractor, based
on the comparative experience ard data of this
demonstration, that some of the methodology now
being used is only delaying the confrontation and, in
50 doing, intensifying the potential conflict.

There is a bitter irony in this dilemma. At this
iunction in history, industrial managers, who have
often stood in the doorway of progress {forcing the
ghetto American to come around to kick in the back
Joor) are ready to respond. At the same time, the
jhetto American believes that the genius of American
ndustry can help solve his problems. The two sides of
the equation are ready for matching.What remains 10
e done is to find the coupling.

Exploring one replicable “‘coupling’’ for involving the
1a'ent of industry in the solttion of manpower
problems was a goal of the project in the
Pittsburg-Antioch area of northe':, California. Alter
an initial year of experience, a model is CHICEgiNg
ahich challenges some of the basic trends in current
manpower planning.

This emerging model has several basic components
it stresses prewvoc-tional experience as a job
pre-requisite; it encourages further study to enter the

job market at other levels; it features almost total
control by a private company utilizing tha concept of
“contract management;”” it seeks 10 involve an
isoleted community in manpower problems; and it
attemots to change basir attitudes toward so-called
unemployables and uneducables.

Some goals of the model have changed. There was
always a de<ire to stress the pre-vocation2l sspects of
the program, to provide industry with a man or
woman who could be prepared at government
experise and skill-trained at industry’s expense.With
the rapid deveiopment of the progrim of the National
Alliance of Businessmen, it became apparent that the
demonstraticn was off ‘“the beaten track” of
developing manpower policy and an analysis of this
contrast led to some of the most significant
hypotheses of this project.

What follows — whiie bluntly worded - should not
be considered as a branket criticism of existing
nanpower programs. Some are enormousty
successful, others meet complex demands in a
perplexing number of sites. The N.A.B., for example,
has pioneered ar. erciting new partnership between
government and industry.

The continued deterioration of the public school
system has thrown new demands on public and
private manpower programs. This project, and others,
were designed to find some of the answers to these
changing conditions.

This project wiil only be successful if existing
manpower programs see the relevance of its findings
to their operations and if they are convinced by the
data and the demonstration to alter their techniques.

One early hypothesis opens the door to phitosophical

and jurisdictional questions on the nature of
manpower development for the last third of this

8
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century. Is it sufticient, for example, to train a n"an
for a job which may be eliminated by technotogical
change, without giving him the educational
background to move elsewhszre? Is it “honest” to
train ghetto America only for the lower rungs o
industrial opportunity, or should the concer¢ of
manpower training extend as far as a man’s zai'ity
can reach? Are the goals of manpower training only
an immediate job with advancement potential, or
must a broader definiticn of manpower training lso
be deveioped?

This contractor believes that recent trends in
manpower planning have overlooked these questions
and zeroed in on the immediate solution to difficult
problems without simultaneously anticipating long
range complications. It is possible that a model may
emerge from this demonstration which could
combine both the short range N.A.B. goals and a'so
anticipate long range needs.

The conclusion of the second year’s program, with
the tighter goals established from this first year's
successes and failures, may help to answer some of
the more complex questions rzised during the initial
year.

COINTRACT MANAGENENT

One of the most widely hailed but seldom used
methods of streamlining and modernizing government
is the concept of “’contract management.”’

Theoretically, the governing political authority
substitutes "‘contract management’” for the
traditional methoas of utitizing a government agency
to implement its decisions and administrative policies.

The outside contractor then either substitules for the

government agency, parallels its function, or operates
as a competitor.

U

President Richard Nixon and other. have advocatex|
contract ninagement as a procedure for determining
if the private sector could provide seivices more
effectively, cfficiently and econom.cally than the
existing methods of delivering governmental services

Unc'er the theory, the contrect manager reports
directly to the governing authority and implements
its decisions. In practice, however, whete this has
been atternpted, there is frequently a government
agency interfaced between the contract manager and
the governing authority, a procedure which
sometimes exposes the wors. aspects of both systems
On one hzand, the traditioral delivery agent is
“threateced” by the comparison. On the other,
industry must devise methods to protect itself in a
system where its management does not make all tite
decisions. The ‘‘cost plus’ contract is one of the
resirictive and protective industrial procedures.

In terms of contract management, the
Pitisburg -Antioch demonstration was unicue. While
it funciioned threugh a government agency, and was
not directly responsive to the political governing
body, the conditions of the contract weie such that
an almost "'‘pure’’ simulated demonstration became
possible.”

Federal regulations and administrative stipulation:
were necessary, and while paymenis to the trainees
came through the Employment Seivice, no agency
interposed itself in the infernal managerment of the
program.

*If a3 federal appropriation had come directly to a
quasi-publ'e carporation as a conduit o a private
urdertaking, this could constitute a true test of
contract managenw nt. Arothcr example is a city
which contracts fcr delivery of 115 tran<portation
SEIVICES,




» train @ man
technological

educationa’
“honest”” 1o
ver runjs of

concept of
‘nan's ability
training only
Jotertial, or
training a'sv

"t trends in
ese questions
a2 to difficult
Lipating long
3 model may
vhich could
oals and also

rogram, with
s first year's
wer same of
ng the initial

T

seldom used
1 government

3l adgthority
1w’ for the
‘ment agency
itive policies.

‘tu es for the
1, Or OpP1ates

ERIC

Aruitoxt provided by Eic:

President Richard Nixon and cthers have advoccted
contract management as a pracsdure for determining
if the private sector could provide services more
effectively, efficiently and economicaily than the
existing methods of delivering governmental services.

Under the theory, the contract manager reports
directly to the governing authority and implements
its decisions. In practice, however, where this has
been attempted, there is frequently a government
agency interfaced between the contract manager and
the governing authority, a procedure which
sometimes exposes the worst aspects of both systems,
On one hand, the lreditional delivery agent is
“threatened” by the comparison. On the other,
industry must :levise metheds to protect itself 'n a
system where t1s management does not make all the
decisions. The “‘cost plus"” contract is one of the
restrictive and nrotective industrial procedures.

In terms of contract management, the
Patsourg -Antioun demonstration wvas urigue. While
it functioned wotgh 3 government agency, and was
not directly respoasive to the political governing
body, the conditiens of the contract were such that
an almost “‘pure’” simulated demonstraticn became
possible.”

Federal regulations and administrative stipulations
were necessary, and while payments to the tranees
came theough the Employment Service, no agency
interposed itseif in the internal manayement of the
program.

*{t 3 federal appropriation had come directly 1o ¢
quast-public corporation as a condul to a prwat2
underiaking, this could conmstitule a truge test of
contract managermert. Another example is a o'y
which ccntracts for detivery of 115 trarsportabion
SErvICEs.

There was always “advice” “comment,” and
“observation,” but st no point did these interlere
with the operation of the program. We are convinced
that the results show the effects of this sensitive
concern for the manapement practices of industry.

There is also a tendency 1o compare this program
vith the Concentrated Employment Program which
was designed to house under one organizational roof
all the manpcwer functions in a geographic area.

In the traditions| CEP program the responsibilities are
actually divided among a number of agencies. For
example, ES will hand’e placement and job
development; the local pubtic school will teach basic
educa’ion; the Chamber of Commerce wilt conduct
sensitivity sessions, etc. ln some locations, some
functions are contracted to private industry, Puf
never the entire program. *

In the 2ntsburg-Antioch demonstration, the fielf
responsihility is tixed in one private authority, the
United States R&D Corporation. ¥t recruits, trains,
places people on the jo, affers them social supports,
works with industry and the community, and, in
general, establishes the integrity of a process and
makes it acceptable 10 business and industry.

The "price” for this freedom of management is the
unique method of paying only for success, a
graduated scale of payments geared to the number of
graduates and how long they remain on the job.

One question desigred to be answered by this
demonstration was whether industries skeptical sbout

“WWe suggest the zxpcrience of this demonstration
might tead to discuscion of 3 CEP propam opcrated
entirely by ptivete industry wath a cost oilfectiveress
snalysis designed to evaluate resulls in comparative
focations.,

10



government programs would work more ciosely and
effectively with “one of their own."”

The first year results, despite the initial problems,
indicate that indusiry will change its attitudes if the
results of the IMC meet their requirements. When this
standard is rnet, other doors open more readily.

THE PROGRAM

One of the troublesome aspects of the nationat
manpower thrust for private sector involvement is the
temptation to invest in “plant” and not “'people.”

An investment in plant basically enhances the ability
of an industry to produce its product; an investment
in people, by contrast, would educa:.3nally and
vocationally upgrade a person to exercise a larger
number of options. The two “investments” are not
mutually exclusive. It is one goal of this report to
demonstrate that the both goals can be met without
disadvantage to either party. It is not suggested that
this new method replace existing programs, but that
this alternative also be available wilhin existing
manpower operations.

For ex.mpfe, under the N.AB. and other similar
programs designed to involve private industry in
solutions of pubtic programs, industry is subsidized 10
provide a specific person with a specific job and a
specific plan for upgrading. The person is tailored
perfectly to the narrow needs of a particutar
company. The worker's security is almost entirely
dependent upon the success of his employer or the
continued need for his company's technology. In one
sense it is a sophisticated version of the “‘company
town” which historically, created problems for both
Iabor and industry.

'\‘1 any of the new progranis, the pre vocational

ERIC '
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aspecis of generalized tearning and attitudinal training
are downgraded. The goal is 1o make a man
immediately productive. In some programs thi; means
he must be at his “bench’’ from the first day of
employment.

This contractor is convinced that this view of the
manpower problem is a throwback to the era when 2
man could “‘make it on his own.” 1 does not take
into proper account the complicatians of generations
of poverty, nor the last decade’s history of bitterness,
frustration, disappointment and failure. Nor does it
comper ~=*~ far the rapid technological changes which
are “ri. g business and industry and which
deme  uni underpinning of a solid basic education.

'n one sense, it does not distinguish between the
white American once temporarily locked into poverty
by the depression, and the black and other minority
group Americans historically condemned to poverty
by a chain of circumstances, The consequences of
poverty, counter-acted by relevant New Deal policies,
are not the manifestations of poverty in today’s
exploding ghettos.

It is the contention of this cantractor, that some of
the trends in manpower policy for the disadvantaged
are not long range solutions, but are needed and
necessary responses o shorl term necessities. We fear
the philosophical differences hetween the two have
not been drawn, at least insofar as the involvement of
the private sector is concerned.

In one aspect. some programs can fower the
aspirations of those who are now caught in the
sandtraps of a public educational system which has
nat adjusted rapidly enough 10 meet :ither the
manpower needs of industry, ot the
educational/vocational needs of the changing
American.
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aspects of generatized learning and attitudinal training
are downgraded. The g¢oal is t0 make a man
immediately productive. In some programs this means
he must be &t his "bench'’ from the first day of
employment.

« This contractor is convinced that this view of the
manpower problem is a throwback 10 the era when a
man could "make it on his own.” It does not take
intu proper account the camplications of generations
of poverty, nor the last decade's history of bitterness,
frustration, diseppointment and failure. Nor does it
compensate for the rapid technological changes which
are reshaping business and industry and which

i demand an underpinning of a solid basic education.

In one sense, it does not distinguish between the
white American once temporarily locked intc poverty
by the depression, and the btack and other minocity
group Americans historically condemned to poveriy
by a chain of circumstances. The consequences of
poverty, counter-acted by relevant New Deal policies,
are not the manifestations of poverty in today’s
exploding ghettos.

It is the contention of this rontractor, that some of
the trends in manpower policy {or the disadvantaged
are not long runge solutions, but are needed and
necessary responses to short terim necessities. \We fear
the philosophical differences between the two have
not been drawn, at least insofar as the involvement of
the private seclor is concerned.

In one aspect, some programs cin fwer  the
aspirations of those who are now caught in the
sandtraps of a public educatioral system which has
not adjusted rapidly enough 10 meet either the
manpower needs of industry, o- the
educational/vocational needs of the ch.nging
Amwir;{-
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There would be no need for federally funded
compensatory pre-vocational programs if the public
schocl system was flexible enough to meet the new
deraands which minority Americans are making of
the system. The public school is now being c:!led
upon to compensate for the compounded
consequences of the syndrame of poverty. It is fa'ling
to meet the challenge, necessitaling massive
governmental efforts to stabilize the situation. The
Pittsburg-Antioch demonstration is desigried to prove
that new methods and models are available to solve
both problems sim altanecusly.

The *captains of industry’” were once able 10 use
their brawn and their talent to work their way tc the
top. Industry provided an alternative stepladder to
success for the drop-out.

The needs and attitvdes of indusiry were such thata
drop-out could negotiate the system.

Today that concept is no longer true. In technological
America, an eighth grade education and ¢ sitceessful
presvocativngl experience are demarided as “'openers’”
for everr the most erlighlened ccrporations. The
Natior.al Association of Manofacturers and the
National Industrial Conference Board hawe both
reported that industry will p.ovide meaningful skill
training only to those who have reached this plateau.
Today's disadvantaged American is not going to
negotiate the system without at least that
preparation.

It is alsa true that men who have not reached that
plateau are not likely tot . prepared to continu ' their
educatinn and training through other compensatory
pragrams.

The person “'tailored’ by some manpower prograns
faces several prcblems: a reces- in which often means

14
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the last hired is the first fired; technological change;
or relocation.

it this happens, he is again unemployed and cn the
job market. He does have one new advantage: a
successful work experience. But many persornel
managers may tend ta discredit this expericnce
because it was conducted under terms of a
government contract which specified that a
corporation only received its subsidy based on days
of employment.

In some instances, of cou, se, his on-the-job training
might be useful elsewhere, but it is ouite possible that
his training may have both industiial and geographic
limitations. Even if he does stay on the job, he will be
locked into the tower echelons of success by his lack
of proper pre~vocational training.

This demonstration may provide an alternative route
to invest federal funcie "in the pe;son’ re'ler than
the "plant.”

Pre-vocational exoerience should be exteasive enough
10 open up a variety of options, in teims of both the
immediate job, or the postponed job while added
training or cduvation iz cought. The cmployee then
has a range of ootions and the inherent,
“carry-around”’ abiiity to adjust to technological
change. If his pre-vocational experience is pioperly
designed he may achieve his high school eqt valency
diploma or go on to cotlege before entering the job
market, or he may co.nbinz th: two ambitions. He
may also (lwcse betvieen various manpower progrems
operated by industry. Fifteen IMC yraduates have
cbtained their high school diplomas and thirteen have
gzne on to ccllege. Others have changed jobs without
being required to start another basic training
schedule.

13

It is the contention of this corporation 1hat a-
generations of Americans may have its
limited by sore of the evolving manpower |
which focus investment in the plant and r
person. It assigns to the bypassed, disadvi
American a narrow range of uptions not ec|
with the changing needs of industry. It has
them off to the sidelines; it has written ¢
charces to negotiate the system,

No one questions the need to place urprc
workers on jaobs. The quzstion wh
demonstration asks is this: can you place
specific jobs, and still not limit their options?

The pre-wvocational period of ten compacte
stressed Humzn Resources Development {the
up of the human being 1o the world around |
the gaining of the self confidence tn foce it
basic education to enable him to not only qu
entry level employment, and advancement
bring enough skifls to the job to be able to s
the system to the limit: of i, . desire and ab 1+

In short, this dcmonstration tested investme
person, nat the plant.

The educational and employment record
entering the INC program is equal to or Lielo
persons eniering the N.AB. program, pu
-eardy made scale of evaluation and comp
ould be asked: How many men got a |
many held it? How many moved upwar
mary moved on 10 a new track and detayed
employment to complete theoir education? V
the first vear Pillsburg-Antioch answer
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It is the contention of this corporation that anentire
generations of Americans may bhave its options
limited by some of the evolving manpower policies
which focus investmenat in the Llznt and rot the
person. [t assigns to the bypassed, disadvantaged
American 2 narrow range of options noi consistent
with the changing needs of industry. It has shunted
them off to the sidelines; it has written off their
chances to negotiate the system.

No one questions the nezd to place unproductive
workers on jobs. The question which thic
demonttration osks is this: can you place men on
specific jobs, and still not limit their options?

The prevocational period of ten compacted vieeks
strested Human Resources Development {the opening
up of the human being to the world around him and
the gaining of the self-confidence to face it}; and, a
basi. education to enable him 1o not only quatify tor
entry feve, employment, and advancement, but to
bring enough skitls to the job o be able to negotiate
the syste, 10 the limits of his desire and ability.

In short, this demonstration tested investment in the
per~on, not the plant.

The educational and employment record of those
entering the IMC program is equal to or below thzt of
peisons entering the N.AB. program, providing a
ready made scale of evaluation and comparisen It
could be asked: How many men got a job? How
many held it? How many moved upwards? How
many moved on to a new track and delayed full time
employment to complete their education? We believe
“e first year Pittsburg Antioch answer to these

Aruitoxt provided by Eic:

questions are impressive. They also hefped to narrow
the focus of the second year's efforts.

INDUSTRIAL INVOLVEMENT

in some urbanized areas of America, industry is
already sensitized to the problems of the
disadvantaged American and the environmental
conditions exist for relatively easy access. This is not
true for the smaller urban areas. That was one reason
the Pittsburg-Antioch area was selected for a
demonstration program. Fhere are few communities
more removed from the mainstream of the problems
of America than the marginally safe, secure, white,
homeowners of Antioch, who easily perceive
themselves threatened by the nearby potentially
explosive black and Mexican ghettos.

Of critical impertance to the Departmert of Labor
was whether a private corpuration could reach the<»
more successfully than a governmental agency wh.ui)
was. correctly or incorrectly, regarded often \with
suspicion or outright hostility.

At the outset, as reported elsewhere in this report,
local attitudes were not altered merely by the fact
that a private concermr would manage a government
contract. This allowed for a pause, a wait-and-see
attitude, rather than an open-arms greeting. There
was no doubt that the industrial community helieved
that government restrictions would apply to all those
who used government money. That we could, in the
first year, begin to reduce those fears, is listed as one
of the achievements of the program. The next step, is
to translate that intcrest into support and an
industrial willingness to continue the program uncer
their leadership. The test, in the second year, will be
to turn interest into commitment.

14
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One of the first lessons which the contractor learned
was that it would be impossible meaningfully to
involve the industrial community unless the
established authorities suport the program.

It was also clear that tihe industrialists were not
interested in a patchwork apprcach to the problem, If
the schools produced the drop-outs, the schools
should be changed. [f the need of industry was for a
college-traired man, the disadvantaged shou!d be
prepared for cotlege. Thay were concerned thal a
total solution be prepared rather than & temporary
“'finger in the dike'’ approach.

This placed severe hardships on the project managers
since the original assessment had not contemplated
more than the narrow manpower solution in which
the IMC and industry would be partners.

REINVENTING THE WHEE L

There is a tenduncy in demonstration progrems to
reinvent the wheel. In this project, however, the
successes of other demonstrations were brought to
tne corporation’s attention and served as either
building blocks or comparative madels.

There was “‘outreach,”” “‘counselling,” “test
preparation” and “'programmed learning.”” There were
uncertiticated teachers and paraprofessionals. There
was an "in-service’' training program. There was
""management training” for industrial leaders and
SUPErvisors.

Some of the techniques and materials used 3ad been
developed by the conlractor. United States R&O
Corporation had its own pcogrammed learning
materials {The "“Learn System”) perfected by its own
human resources development methods; established
by its own management tra'ning courses. created its

19

own methods of reaching skepticat
formulated a job development progr:

Behind all this was 1he careful
resources and business flexibility &
revy situations.

The epproach was a total one,
responsibitity in United States R¢




own methods of reaching skeptical minority groups;
formutated a job development program.

Behind all this was the careful mansgement of
resources and business flexibility able to respond to
neve situations,

The approach was a total one, with pinpointed
responsibility in United States R& D Corporation.

ERIC
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Faiture could be assessed and success evaluated.

If the trends of the first year are realized in the
second year, the demnorstration could provide a
mode! for modern ‘‘contract management,” an
afternative CEP program, a broadening of the N.A.B.
concept, and an argument for human investment.

In reading this ~omprehensive report, these are the
barometers to be watched.
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In Antioch last Thursdey afternoon, | sat with
Norris Pape at a smell conference table in what was
once @ motet bedroom. There | witnessed what might
be the most effective and significant education going
on in Contra Costa County — or anyplace.

The class of ten men and women — blacks, whites,
and browns -- had been recruited from the streets,
barrcoms, and poo'hallsofthePittsburg-Antiocharea.
They ate the hardcore unemployables, the hustiers,
pimps, winos, school dropouts, chronic welfare
recipients, what have you. They weie in the third
week of a 10-week training period designed to help
them get jobs in industry {scme will decide to “‘go
back to school™}.

They are taught no vocational skills. They get
three hours of Basic Education {the three Rs} every
morning, all of it pr-grammed materizl on tepes.
They teach themseives and each other at their own
pace, with 3 "trainer”’ present to help if needed. They
spend three afternoon bours in a human Resources
Development sessicn fed by a trainer employing the
techniques of Encounter. After 10 weeks mor2 than
75% will get jobs in local industry, if past recorls
hotd.

This "“school' is succeeding where we have fa'ga.
They are succeeding with a stalf of 17 trainers
(Teacher is a nasty word here, never used) paid
around ${00 a week and recruited locally, many of
them minority group people and none of them with
any college experience. They are trained to be
effective "'non-teachers’” Ly a few professionals of the
U.S. Research & Development Corporation of New
York, an organization that both administers joint
gozernment-industry programs for alleviating
unemplayment and gives courses in humen resource
development [HRD). They are chosen not so much
for their brains as fcr “"a compassion combined with
enough cynicam’' explained George Anderson, a
black man who is on the professianal staff of US.
R&D Corga-ation. He is replacing Sam Wilhamson,
another black man, both he and George comirg up
tire hard way from the streets and pocl halls, Sam is
anex-hustler. Both are geniuses

17

WHERE TEACHER IS A DIRTY WORD
S S

They are the bast school administrators | b
seen. (They wouldn’t like me to call the
“Administrator” is also a bad word here). The
from classroom to classroom. They kn
students. They enter the d.scussion.

George and Sam came into the classroon
Norris and | sat. They began to throw hard ¢
at Larry, 5 young black DVC dropout. Wha
takeat DVC? {Political Science, Social &
Humanities . . . a general education blorck the
it...it wasn't refevant . ..l can get all thal i
the newspapers!. What's soforgnr mean? (1
you loak it up). Damn, you're copping ou
You're giving her {a young black girl sitting
me} the dictionary, Why don’t you ok it v,
vou're lazy. And how do you knoaw th
Huemanities course wasn't relevant? Renn
yesterday, you learned something, what was
\earned, baby? {All right, so | tesrned i don’
why | smoke pot}. O.K. good, so now I'm tellr.
you just get the facts in the newspapis but yo|
find out whi. In the Humgnities course you!
out wiv ... Now tell me what you learned:
Larry, | think you learned something, what i
tearned? {Yeah, QK. ... .. )

There arc about 150 trainees for the |
sessions which are beginming all the time. Tt
roughly “tracked” on the basis of an uptite
They know this and they don’t mind becou
lcarr the trainer will care for thom f they o
care for themselves,” George Andeisor
response 10 a guestion eddressed by Non
daon’t kid them, We don’t spounfeed them
guy was coming in drunk. | toid him | was gor:
him out. | put the question to his group, «
kick him out? They talked about it sericus
said, well, he isn't gs drunk today as
vesterday, that's sumething, Tre groap went
got ff the hook, and the group had beca in
a meaningtul decision. They krew | meant
said, I don't ked them ... \We 3all start bo
bonesty, and thirgs often get protty risky . .




WHERE TEACHER IS A DIRTY WORD*

They are the best schoo! adininistraters | have ever
seen. {They wouldn't Lke me to call them thut.
“Administrator” is also a bad word here). They roam
from classroom to classroom. They know the
students. They enter the discussion,

George and Sam came into the classroom wvchere
Norris and I sat. They hegan to throw hard guestios
at Larry, @ young klack DVC dropout. What'd you
takeat DVC? {(Politicat Science, Social Science,
Humanities . . . a general education block they called
it...it wasn't relevont ., i can get all that stuff n
the newspapers!. What's refervant mean? {1 dunno,
you look it up). Damn, you're copping out &gain.
You're giving her {a young black girl sitting next to
me) the dictionary, Why don't you fooh it up. Man,
you're lazy. And how do you know that that
Humanities course wasn't relevant? Remeniber,
yesterday, you learned something, vwhat was it you
learned, baby? {All right, so | learned | don’t know
wiy | smoke pot). O.K. good, so now I'm telling you,
you just get the facts in the newspapers but you don't
find out whr. In the Humgnities course you'll find
out whiv ... Now telt me what you learned fenlayv,
Larry, | think you learned something, what is it you
learned? {Yeah, O.K. .., .. )

There are about 150 trainees for the 10 week
sessians which are beginning all the time. They are
raughly “tracked” on the basis of an gptitude test.
They know this and they don't mind because “'they
icarn the trainer will cere for them if they learn to
care for themselves,” George Anderson said in
resadnse to @ question addressed by Norris. "We
don’'t kid them. We don’t spoonfeed them ... Onz
guy was coming in drunk. | told him 1 was gonna kick
him out. | put the question to his group, should |
vick him out? They tatned about it serigusly. One
said, well, he isn't a5 drunk today as he wvas
yesterday, that's something. The group went along. |
got off the hook, and the group had Lreen involved in
a mearingful decision. They knew | meant what |
said, | don't kid them ... We all start here with
sty, and things often get pretty risky .. .7

There's no BSU in this schoot. There's no demand
for a Black Studies Department. Things are
thorough'y inicgrated (1 like that, V'm old fashioned).

What happenswhen this “’school” closes next year,
when the grant to the US. R&D Corp. runs out?
What happens to the staff of trainers who know more
than our combined faculty, black and white, about
where and how the education of unemptoyabres s to
begin? “They‘ll be on the job market,” George said.

May | dream a bit? Why couldn'tthis converted
motel on West 4th Street, in Pittsburg become a core
of the junior college campus in the aea? Why
couldn’t the experienced trainers continue to staff
the nrogram lofficially as “teacher aides’)?

We may not be viable encugh to do it. We may be
too caught up in machinery like disconnected MWF
and TTh slots, unit credits, req. ements for
graduation, state education code, unwillingness to
change our own classroom behavior to meet the
needs, department prerogatives, etc., all the while
reciting our pious prayers to The Open Door which is
really a Revolving Dowor, for many.

I've heen told the prograca might be too expensive
for us to handle . .. Maybe so, but | doubt it. I'm
hoping that Bili Niland and Karl Drexel v+l ai1onge
for the entire Boatd of Trustees to take a Liip 10
Antioch and get first hand experience with 1ius
progiam.,

The US. R&D Corporation is a proil outfit. The
Die Posyr Chenical Corp. ol Antioch is one of the
businesses couperating with the prog-am. Two of its
execvtives, Don Bass and Mr. DeSimone, irvited us
DV C people 1o ook at the program.

This is éimost toe much for an old socralist to
bear. Sob.

‘This dlhwer ation of the program was witten Ly the
Chawman of the Erg ish Department at Diallo Valoy Coltegr
frlowir g a wvisit to the Industnal Manpowes Cronuer ard
poblished i a newslettor 1o hic faculty These excorpis are a
vied drscript on by a tramed ob < ever ol what s happeairg
a3t Acrnect avd what potatig 1 elfers

ERIC
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H, Abstract of Results

This report deals with the experience of the
United States R&D Corporation in implementing a
$500,000 experincental contract with the Manpower
Administration, U S, Department of Labor, to
conduct a job-readiness and job-pfecement program
for 450 enrollees in Contra Costa County, Califarnia.

To this end, 2 functionally integrated facitit' was
setup in a motel in Antioch, California; offerng basic
education, attitudinal and  stress-accomodation
iraining, remedial education feading to a General
Education Diploma, counselling, job p'acement and
{oflow-up services.

The cantractor’'s performance was to be measured
by the extent to which:

i. Previously un  or underemp'oycd persons

gained and held jobs

2. Private industry created skifl-training systems as
a "follow-up” to the job-readiness program,
thus creating a potential career ladder fo1 new
employees.

3. Public or private resources in Contra Costa
County became sufficiently impressed with the
e{fectiveness of the job-readiress program so
that movement would start toward continued
support of the program thrcugh traditional
funding sources,

4. The contractor was able 1o hire and train local
stall to administer the program.

5. Expericnce giined through the first year of
operation created a corpus of knowledge which
might indicate a broad-scale replicability of the
program’s concept.

For the most part Contra Costa County's
industrial jobs are extremely heavy, hard work, often
ditly, noisy or in categories where disagreeable
sicde effects ke skin rash ure comman,

Furthesmore, much of the urmemployed bul
employable work-force of the county has had direct
experience with these jobs, and has quit in relatively
shor t periods, ar has drifted from job to job.

Thus the characteristics of the avatable industrial
joLs were not necessarily attractive to the trainees,

ERIC .
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and elements of mincrity-group pathology — police
confrontations, inferior housing ana ather putlic
services, a rise in black militance — were not
conducive 1o a smooth  transition  from
unemployment to employment.

The contractor enrol'ed moJe than th2 mandated
number of enrollees for each of the three 10-week
training cycles, but graduated less than the projected
number {360 graduates vs 450 expected).

Of the 292 initislly unemployed graduates, 242
were placed in jobs and 50 were not, for a variety of
reasons; af the placements, 159 are still employed at
the end of the report year. In percentage terms, 80
per cent of those recruited for training were
graduated; 83 per cent of the initially unemployed
graduates were ptaced in jobs, and 65.7 per cent of
those placed were still working at the end of the
report year.

These figures do not reflect multiple placements
for some enroliees by program staff. They do,
however, reflect a success ratio which compares
favorably with jobplacement experience in the
Contra Costa County area, and y..th the coniractar's
experience elsewhere.,

In all, the Center recorded 330 placements for its
292 initially unemployed graduates. The largest single
categary of placements was service occupations,
which constituted 18 per cent of all placements.
Other  substantial  placement  categories were
wholesale and retail trade, 16 por cent: and peper
manuifaciurers, also 16 per cent.

The median starting wage for all placements was
§257 an hour, a figure which compares favorebly
with the prevailing Contra Costra County average
wage.

Under termis of the contract, the cantractor vas to
be paid an incentive fee for each graduate v.hose
continuous employment subsequent to  Center
attendance exceaded six months. The contractor as of
September 15, 1969, received compensation bascd on
such cantinunus employment far 43 aof the graduatcs,
but this is not a full figure, Cycle Il and Cycle 111
graduates had not had an opportucity to attain six
months’ emp’oyment at the time this document yvas
prepared. Projections indicate that 150 such fees vl
be earned for Cycle I graduates

The program has been re-funded for a second year,
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and it is anticipated i{nat the procedural modificat,'

hased on the first year's e» perience wil” substant
improve the overali twe-year figures. with regara
retention of participants during train'ng, and ti
subsequent jch-reention rate .

The extent to which industry will be willing
enter into skil train'ng for job ready graduates of
program is, to use an o!d British vesdict phrase, '
proven.” Some ndustrial jobs, tied 1o the seas:
canning and fieezing industry, do ..t provide
kind of continuity which makes skill trair
economically viable. Other industries are mar<ed
foreshortened career ladders and attenuated trai
practices: other provide jobs far which only minn
skills are required.

On the other hand, some industric! compai
have made significant sirides in <le enphasizing
importance of entry-level testing and educat
requirements, and others have undertaken signific.
in-plant on-thejoli training.

The secord year's contract calls for an expan-
of the in-ptant train ng effort, prumised upon are.
employer acceptance of sich uctvity as an inte;
partof the recruitment md upgrad. g process

The work-plan far the fist year's progeam act
placed great emiphasis on the long term beref)
involvement of the irdustrial community of Co:
Costa County. In retrospect, too mach emphisis
have heen placed on this aspect, eonsulening that
contracter's hasic mandate was to find yobs fu‘
enrollees.

Some pf the contrscinr’s best successes in
placement and retention came in commerce, assen
and light fabiication and governmont. Tne contr.
voodld  have  Deen btettar adwised  to cone

coployment, in the btroader sense  (commi
government) than 1 the nanove sense of indus,
plants.

!
The cantractor, in the st year’s operation,

ehle to achieve a broad new set of 'clatnomh-ps"
zgencies amd institutions in the “"peonle’’ busi!
ranging from a local commun:ty colleye to the |,
prison work farm, and U seems Lkely that o
interagency  gocihwvd! buit op in the fost g
activities hos left many community leaders vith
bhelivt that the programos ool worth contauing '
there we shiong indications that this progiens i



and it is anticipated that the procedural modifications
based on the first year's experience vvill sulsstantially
improve the overall twe-year figures, with regard to
retertion of participants during train-ng, snd their
subsequent job-retention rate

The extent to which industry will be willing to
enter into skill training for job ready yraduates of the
program is, to use an old Biitish verdict phrase, "not
proven.” Some industrial jobs, tied to the seasoral
canning and freezing industry, do noi provide the
kind of continuity which mokes skill  training
ezonomically viable. Otiter industiies are markod by
fareshortened career ladders and attenuated training
practices; other provids jobs for which only minima)
skills are required.

Cn the other h.aad, some industrial companies
have made significant strides in de emphacizing the
importence  of entry level testing and  education
requirements, and otkers have undertaken sigificam
in-plant on-the job training.

The second year's contrast calls for an expuansion
of the in plant training effc:t, premised upon greater
employer occeptance of such activity as an integra!
partof the recruitment and upg kg process.

The work-plan for the first year's progiiom activity
placed great emphasis on the long term beneht of
involvement of the industrial community of Contra
Costa County. In tetrospect, 100 muth cnphasis oy
have been placed on this asprct, consid r oy that 1ae
contractor's basic mardate wes o St jobs for ity
enrollecs

Sorie of the contrector’s best surcesses n joh
placement ¢nd retention caine 0 commerce, assembly
and light fubrication and government, Tle contyastor
would  have been better alvised o cons o
ergloymeat, o the bioeder sonte leominerce,
government) thun in the nuow sesise of mdastngl
plants

The contiactar, in the first year's operation, vwas
able 1o uch eve a broad newe set of reletionshiLs veth
agencies and institutions in the “prople’ bustarss,
ranging from 2 local communily college o the toca!
prison wvoork farm, ard i1 seems Dikely that fee
interagency  goodeall bt up in G fast year's
activities has loft many commun ty fewleis vwith the
belief that the progesm is well worth cor g But
thera "'Clt“ong indwations that this program val'l
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produce institutionzl changes in the community,
eaving  betnnd not only & narrow  success, the
program itself, but a broader success in the local
acceptance of its technigues. There is 10 denying the
fact that tradition:! funday sources, publiz o
private, seldom if ever venture to support a program
until they becnme convinced that it will cease to exsst
withoui the r help.

Thus th=re has been no fair test yet as to the
extent or depth of local support for the program; this
would corre only at the point where it was clear that
without such support, the program would founder,

The contractor’s success in findirg and training
local administrat ve personnel to mznage the progran®
was  limited  and  disappointing,  site selection
Gt culties to .« 20 months, and the progiem thus
was  under time pressures wwhich required the
continued presence of seasoned contrector personne!
After the first year, the contrzctor had found a local
resident to serve s tra g director and another s
assistant - traning  ditector  The by program
direction, however, continued 1o be suoplied by
out of-area personnel.

The full aeport as an atteowpt to detail thoss
elements of the contractor's ‘model™ which were
found to be workalile in the Calfarnia setting, and
those which yequined substential modbfication,

Ceneraliy spesking, the teansplanting of the modul
from the Southeast” to the Vest Coast proved the
vilidiy of 1he basic procdures, and the mcie ser!
stule of the Contra Costa County program, in terms
of total corolment, 1 sented o Few major
nepadiments
s true, Loveever, that the size of the classes
twith at least 100 end up to 150 gradaites entening
the joly mgthet simu’ taneousiy) areated  mbuil inces
whoth 1equ ied a good deal of job development work
1o touect,

As the subsequent tubles waill shovr, the averane
total  cost per studeat  far  the contractor’s
prevocational 1raining s $1,240, and renges from a
high of $ 1,277 “or Cyce | 1o o tow of $1,193 for
Cycle [,

Of this

Fotte feentt voete as folfones

v age per gredoste totgd, the costs g

T contrg tree bFan cgeagd a0 glhr voragna of this
Cue gt Son th Carohina o Goorgra



Cost 2o 9 of Total

FUNCTION

UNCTIO Trainee Expenrditoes !
Recruiting S111.44 9,
Community Relations 31.18 2.
Administiation 42403 34", .
Rasic Educat.on & HRD Training 506.93 41 :
Joh Development & Fo.low up 101.18 8% ‘
Managemert Fees (1) 65.27 5%, '

$124003 997, (2)
(1) inciudes S50 ncentve fee for vach . .

groduate and an «dditional 880 fee for
each graduate “permanentiy pisced’ in
an industrial job or placed in =&
skill-tratning progren of 21 weeks'
duretion or more.

(21 Does not wdil 10 100" due to tounding
(1, THE CENTER CONCEPT
—
The methodology used in the administration of the statist cal proot s net yet us sthrong as e
the Industrial Menpower Center s hasicaliy that been expecterl,

created by the United States R & D Coerporation for
the zonduct of similic certers oparated ander conyirg
cuspires elsevshern i the Nathon

The purnuse of the use of the USR&D
methodutegy, hooevor, vwas not sunanly o involve the
Marpowver Administration’s experimental and
demonstration program 1 fundiag “more of the
sae’’ - that s, movely torep 1oate the ooteaties of
eathen Industrial Education Centers, mast of them 2
the East ~ bot rathor £ apply the methodology n
such g vay s Uepernnt an ebjective d term natiun of

The buasic contractor methodology call
recrurtment of uaempleyed adults,
occupying dewd end jobs, wnd the rapd (1.1
incutcation of witicent hago cducatiun ard
Laung so a5 1o mcke them e ployeble as
by stondord employen qualt’ications or pro
in the case of those sheady Mmooy
steording te employo quot Sicat ans

In the operaton ol the Pitishurg Antiod
tha contragtorn gsixd both the bogeoy <elf inye
mutenals developed by NIND, Lo, wndd L

vihethor the corier concepis vaore tra'y rephicable on the permission of the Co oting Qffe
a nehinnal scale, or vhether condittons exisied v hich CLEARN System™ of matnals prvelely g
imade the renters onty ¢dfe tive on the hasis of certen specthically for Vg Centors,

johy morket or geaw aphical pre conditicns, aod also ta Requcdless of the astruchional matung's o
deterrnne what mago-tude and cconomy o scole veas hasie education wwes alwidys arcompenwd 1
possible, given tho relainely snail size of the offoris exposure 1o the contractor’s human 1.
in tha Bt development traiming meternin:!.

The conbarten bebeves that the Pettsbarg Antindh Ttois muatcral included ento'hoe ooy
expecrment, thus for, hes showen the netiona sobiting o stocss predu oy s toans, o b
tephicabnlity ot the center philosophy and on the qob, and s cocomplishedl largly

\) pethodotoay, but tecognizes thel i some resprects, discussien and e ccorded re'e ntay
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HI. THE CENTER CONCEPT
A T

the statisticel oo’ 15 nut yuet as shiong os cright hase
heen espn tud
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The deteiled HRD corriculum also includes a
Droad spectrum of oracticai information (how to
avoid garrishment, hew 1o 1ind solutions to medical
prestems, b 1o coniplete job appl.oations, hiw: 1o
geoid sofety bazards, elc.) all impated in 4
non threstenimg stimosphere

It as the contractor’s conviction, hased on
expenence and observat on of other manpov.er
programs, that «ny bosic education compoanent
conducted without HRD for 5 motvation.!
corrvalenty vall Le less successtul o ina cooplud
admm stration of the two companents,

Jobless enroliees, in Pittshurg Antioch  and
elsevhere 1n contractor's centeis, oll nd buasee
educuton ond HRT classes, coch for thiee hours a
Cay, e deys o oveek, for 13 weeks. Employed
cvollees attend 170 hours 0! husic ectucation and 17,
hoars oF HRD per day. five days a vieek, for 10
Vegeh s

Scherduling of the employed enrolices has
presentic] somae problems an bght ol thew verying
vurs schedules, but an gencral, the teo sessrons,
tot-ling threoshours, e conducted n the CAENINgGS,
e the comptonon of duy claesses
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In basic edocation, as in HKD, the contractor's
aim is to have each knowledge increment reinforced
by subsequer :increments.

In simplest terms, thi, means that a study of
fractions necessarily entails a rex'ew of multiplication
and division learned eartier. But it means more then
that as weli: it means that the stories from the Aduit
Readars (developed juintly by the contractor and the
Bank Street College of Education) are so introduced
that the subject matter of each provides an
appropriate jumping-off place for a HRD
discussion, so that in learning to read eich story, the
enrollee is also being exposed to the ideas, and the
flavor of human interaction, contained in the story.

The HRD discussions of the story are helpful in
and of themselves, of course, but they also reinforce
the infarmation gained from the reading, and they
hefp sharpen reading comprehension.

The IMC, in seeking to meet its mandate to serve
the hard-cai. unemployed, has been confronted in
California - as elsewwhere — with tctal non readers,
the sc-called ““zero-zero’s.’” The center’s response has
been an internally develaped self-instructio.ral ward
recognition system, using a series of “flash cards”
which use a taperecorder adaptation to ‘“say’’ the

In recent years, the thrust of manpower programs
has been towaids 'immediate eraployment.”

It is apparent that this relentless pursuit of
guaranteed staiistical success {employment) was
causxd by sharp criticism of programs which trained
people far jobswhich never materialized. For many
critics, this meant expenditure of federat monies
without results.

Some of the unsuccessful programs had stressed
basic education as the key to employment; others
used broader pre-vocational technigres; and some
foliowed an integrated fornwla of basic education
and pre-vocational training.

But when the skept cel Congress and the cynical
press looked at the probilem, they asked one key
question: "How many were employed when it was all
over?” According to widely publishec reports, the
answers were unsatisfactory.
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AS

words which are printed on them. Use of these cards,
and direct instruction which is almast tutorial in its
intensity, has increazed reading ability dramatically.

The IMC, like other centers administered hy the
contractor, makes no use of professional ““teachers,”
as such, using paraprofessional pecr models as much
as possible as helpers to students as they study
through the use of tapes and workbooks.

Thz IMC is not a schoo! &nd its instructional
content is designed to be rather different from a
schoo!, the reasan, of course, being that many IMC
enrollees have been "“turned off” by formal
instruction. But in the area of enrollce activity -
particularly when that activity had consequences in
motivation improvement — the IMC cften surpassed
the traditional student activity of schools,

The IMC, in each of its three cycles, established a
high-participation student qovernment with broad
powers in defined oreas; the enrollees themsulves
designed, wrote and edited avieckly newsletter; and a
graduation ceremony, with distinguished speckers and
a yearbook, was held at the completion of easch
i0-week cycle,

THE TRAINING STRATEGY: PEOPLE

INVESTME

The obvious eftort, then, vas to involve industry
and business in the process so that the persan who
had been trained could find employment. Some of
the traditional Labor Department vocatinal
programs had successfully utitized this mothod with
good resulis.

bt was out of concrn ta provide imiroediaty
employment that programs bhe the massive MNational
Alligice of Businessmen were created, *

It has alwa«s begn this contractor’s contention

* Ths contractor crgimzed b fst megtings for
gme rment at which thes o, tovess diccusse o
with husinesanrn and
representst ves, acd fater desggrod ard awrote the
Lassie NAB Tt s
hetped to statt the pragram b foreatwas clfica
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words which are printed on them. Use of these cards,
and d.rect instruction which is almost tutorial in its
intensity, hes increased reading ability dramatically.

The IMC, tike oth:r centers administered by the
contrector, makes no use of professional ““teachers,"”
3s such, using paraprofessional peer models as much
as possible as he'pers to studerts as they study
through the use of tapes and workbooks.

Tne IMC is not a schoo! ard its instructional
content is designed to be rather different from o
school, the reasun, ot course, being that many IMC
enrollees have been “"turned off” by fermal
instruction. But in the area of enrollee activity —
particulariy when that activity had consequences in
motivstion improvement - the IMC often surpassed
the traditional student activity of schools.

The IN.C, in each of its three cycles, established a
high-participation student government with broad
powers in defined areas: the enrollees themselves
designed, wrole and editcd a weckly newsletter; and a
graduation ceremony, with distinguished speakers and
a yearbook, was held at the completion of each
10-week cycle.

IV. THE TRAINING STRATEGY: PEOPLE INVESTMENT
L ]

The otr-ous effort, then, vees to 1nvehe industry
arnd bus'ness in the process so that the person who
had been trained could {ind gmployment. Some of
the traditional Labor Depertiment vocational
programs had successfully utilized this method with
good results.

It was out of corcern to provide inmmediate
employment that progrems | ke the massive National
Alhance ot Businessmen viore created. *

It has always Legn this contractor’s ccntention

*Thos cantractor argarized the fust meetings ‘or
goverement ot wbach this concept s discuserd
with busisessmen and trade assccration
representetnes, and bt desigred ard veete the
bhasic N AR plar This contraitor's @regutres
helpod Lo eratt b poegram before b awvas coffioatly
annourced 1t as feom thar eaperorer that the

ustans oy ur the deare for ammedicte

Q
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The IMC’s present site is a large square one-story
building with a broad open patio in the center, and
the building’s own California style informality has
been a great asset, in Part being respounsible for 1hz
Center’s life-style.

The building was once divided into separate shops
ard offices and that businesslike atmosphere has been
mainiained. There are ten classrooms, name ] after
the ferge industries of the area rather :hian designated
1 to 10or A to J. (Numbering or letiering often leads
trainees 10 the conclusion thatNumber 1 igthe "“best”
group or Room J the “dumbest.”)

Ea:h classroom contains two conference tables,
forming a farge squaie with comtortable arm chairs
around it. Tables in the B.sic Education classrooms
were specially designed to store tape recorders,
headsets and tapes. Smoking is allowed, and many of
ine groups contributed part of their stipends 1o buy
and brew their own coffee, which was usually
superior te the coffee provided. in the staff rooms.
Trainees decorated their own rocms with such
enthusiasm that during one cycle, a student art
association weas formed.

All the classrooms and administrative offices faced
on the open courtyzrd vwirich was bordered by plants,

that the problems of inmediate employment, in great
measure, ste'nmed from the failure of the training
and educational agencies and programs to be directly
coupled to an understanding of what industry
considered a good applicant for employment. This
was lrequentiy compounded by the lack of
resporsibility by the training or educational sgent 1o
find a joly for its trainees and 0 assist in keeping him
on the job.

Therefore the conclusions which led t0 the
immediate ceoployment concept did not rest on
abandoring the intensive education and training of
the indwvidual before employment, but on the leck of
relevance of some training, and the disjointed and
Ladly organized follow-through procedures after
fraining

There \vas also a lack of continuity of
responsibilily, no one ag acy or program coutd be
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singled out as causing the faitlure and cnly
unsatisfactory generalizations about the problem
could be articulated,

It is the contention of this contractor, as
previously stated, that the thrust for immediate
employrment — an admirable goal ~ is being made at

the high price of restricting the opticns of the
so-called disadvantzged American.

This disadvantaged person already possesses a
narrow view of what life can offer him. His
exnerience with failure hes “‘convinced’” him that he
is only yualified, even if well-trained, for a narrow
range of jobs. This picture has been re-enforced by
previous patterns of discrimination in which color
and employment were directly correfated. In short,
minority Americans could not successfully compete
for all jobs, only some jobs, no matter how
successfully they were trained.

This historical conditioner, added to the other
factors mentioned above, does not allow a man 1o
exercise the full scope of the options available to him.
When he enters one program, for ore job, and his
training is concentrated on successful performance in
that job, he has, in effect, been channeled into what
may or may not be the job for which he is best
suited.

It is ihe contention of this report that a
pre-vocational experience, mndeled along the lines of
Pittsburg-Antioch could open up the options available
to the disadvantaged person. When he finishes ten
weeks of training, he is “job ready’ and also has a
deeper urderstanding not onty of his own potent:al
and desires, but of tha opportunities which exist for
him now that he has, as the trainces say, “golten
himseif together.”

With his new insight, he can now look around the
{abor market and try to find employmert consistent
with his new goals in life. Or he can continue his
educalion and enter the labor market at a higher
level. it is clear that he may not always malch his
desires with the right type of job, or he may not be
financia'ly able to continue his education, but these
decisions never arose before. They were decided by
historical conditioning and events beyond his
knowledge or control.

Therefore the thrust of this program wias 10
ettempt to correct the procedures which separated
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Saraple English Lesson From The Bank Street College of

Mary Rose Is Broke

Mury Kose is mad this week. She is mad bevause ske 15 broke
troke beiause on Saturday the made a stop on her way
supermarket. She pulled up in front of Tony's Bar. She hil 1i:
until Tony came oot shaking his head at her.

“Take it easy.” says Tony. "I got scnsitive ears. 7
headache.”

“E'm osorry for your troudles, Tony,” Mary Rose say:
could you please vash my hasband's check? 1 got to get
supermarket.”

Tony looks at the ckeck.

“Hew would you like some real money?” he asks.

“How would you know Fow fo gel real money?” Ma
him back. "You van't even pay off your bartender”

“Aw, you know me, Mary.” Tony pees Mary Rose ¢
toothless wmile. 1 always get the real tips. This is a sure

Right from the home traner hisnself ™
RN odds™™ Mury Rose wanits to hnow.

“Ten to one.” «ys Tony. "This hurse s @ geal sleepe
boys around here Win't scen hint run yet. This (rana lots
on aveosnt of Tt him a fover”

VRe obet er this worder herw,” Many sayy. UBut wy
plesse cash my chgoh Gt Tony? 1 gel to gt going *

10 2 (hunee of o Bfeame.” says Tony. “You lerd »
theek o couple heurs,. Many. Then you an do son
skoppinz. And not 2t the wpamarket ™

Al

) |

the lraining of the unemployed from employmt
responsibility and at the same time to invest 1
federal monies in the person, 1o provide him with 1
‘"waltk around” knowledge which would be tr
door-opener with employers, and, sin*ultaneous‘]
open his options,

In short, the training thrust was to provide
disadvantaged person with a better controf of t
future and, at that point, make him the equal of |
contemiporaries who had successfully completed t
tradilional educational pattern and are seacching t
rmployment and satisfaction in the job market,

This is not to naively contenu that desire a
understanding always result in fulfillment, that
desire for a particular job is immediately realizat.
now thal a person understanas what he can &
vould iike to do in life. But it is to arge that v
the ten weeks of inlensive pre vocational trani
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Sample English Lessor. From The Bank Street College of Education Aoult Readers

Meory Rese 1s Broke

Mary Rose is mad this week. She is mad because sie is broke. She is
broke because on Saturday she made a stop on her way to the
supermarket. She pulled up in froat of Tony’s Bar. She hit the hom
unti} Tony came out. shaking kis head at her.

“Take it ecasy,” says Tony. “l got sensilive
headache.™

“I'm scrry for your troubles, Tony.” Mary Rose says. “but
could you please cash my hushand’s check? T got to get to the
supcrmarket.”

ears, And a

Tony looks at the check.

“How would you like some real money?" he asks

“"ltow would you krow how to get real momy?” Mary asks
him back. “You can't even pay off your tartender.™

"Aw, you know me, sary.” Tony gives Mary Rose his big
touthless amite, “1 always get the 1€al tips. This is a sure thing

Right from the horse trainer himself.”
“What odds? Mury Rose wianls 10 know.

“Ten to one.’” wys Tony, "Thie horse s a real slecper. [he
boys around here wn™ scen him pun yet, This trainer lets me in
on account of 1 dwd hito a favor”

“Sa bet eon this wonder Forse,” Mary swys. “But will you
Please cash my chgch it Tony? | gol to get going”’

“its a chance of 2 hfetime™ wys lory, “You lend me that
check 2 courte hours. Mary, Then you «an do some  real
shopping. And not gt the wupermarket ™

g

“When's the wonder horse running?” asks Mary Rose.

“The fourth race, three o'clock. Just a couple hours and you
get real money.” Tony says, with a big smile,

“l don't know, Tony. 1 got five kids at home,” says Mary,

“You got @ mink stole at home 100?" asks Tony. “Look,
make up yuur mind. For once you got a sure thing, you should
just spend alb that check at the supermarket?”

So Mary itose doesn't spend the check at the r_permarket. Hir
check is riding on the wonder horse in the fourth race, The
wonder horse runs fine and comes in seventh,

Saturday night, Mary Rose pives the family scrambled eggs for
dinner.

“I'm too tired shopping 1o make a big dinner.” she says, She's
holging back three cans of hash for Sunday dinner.

After dinner, the family sits down in frant of the 1V, Mary
Rose rturns  the sound up real invd. She doesn’t want her
hustand and the five kids to hear her.

She calls Tony's Bar on the tetephione. Tony owes he; for
halfl of the chevk. which he put on wonder horse for himself.
With ha!f the check, Mary Rose cun fake through the week.

The bartender answers the phone.

“Tony’s not feeling so good,” he says. “He's gone to a card
game to feel better, He suid heli call you in the morning.”

When Tony calls in the morring. he docs not feel better

“"Mury Rose, I'm gonna go up on the roof and jump off™
says Tony,

“That would help me a lot.™ says Mary Rose, slamming down
the phone.

Ny Morday, the kids k.'ow something is biting Mary Rose.

kYl

the training of the unemployed from employment
responsibitity and at the san.e time to invest the
federal mornies in the person, to provide him with the
“*walk a 2und” knowledge which would bc the
door-opener with employers, and, simuitaneously,
ofen his options.

In shortl, the training thrust was to provide &
disadvantaged person with a beiter contral of his
future and, at that point, make him the equal of his
contemporaries who had successfully comn'eted the
traditional educational pattern and are seaiching for
employment and satisfaction in the job market.

Tiis is not to naively contend that desire snd
understanding always result in fulfillment, that a
desire for a particular job is immediately realizable
now that a pr son understands v.nat he can and
would like to do in hife, But it is to argue that with
the ten weeks of intensive prewvocational training

—_———UJ

unde: his belt he has a wider horizon to explare and 3
better chance to succeed than if he is narrowly
trained before awareness has been stimulated.

The Training
]

All the trainees at the Pittsburg Antioch IMC

received two kinds of training:

1. Basic cducation, 2 largely self-instructional
system desioned to increase English and math
skills and, by so doing, t¢ imptove
employability prospects by ‘acilitating higher
scores on company-administered
pre employment tests,

2. Human resources development (HRD), a
carefully-structured lite-skills and
stress-accomodation training combining the
inculcation of helpful specific information
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{how to avoid garnishment, etc.) with
role-piaying and other group dynamics
mect 1nisms designed to improve trainee
self-image and to improve self-anaiysis in stress
situations.

The basic education component, as originally
proposed by the IMC, was to depend on the materials
devised by MIND, Inc. However, with the approval of
the Contracting Officer, the contractor phased-in
newly-developed "LEARN system”during the first
10-week cycle, and a mixture of MIND- and
contrzctor-developed learning materials was used
through the other two 10-week cycles of the tust
year's operation *

The achievement configuraticn of trainees during
the first year was probably a microccsm of the target
population, consisting of a substantial number
{approximately 25 per cent) of enrallees who were
virtually without Fnglish or math skills, another
substantial number {again, 2bout 25 per cent) who
were at, or close 1o, high school graduate achieverrent
levels, and the remainder scattered in between.

To the contractor's koowledge, there never has
been an effort to delineate the achievement levels of
the potential IMC ensotlees in the Pittsbu g-Antioch
ares, and the surmise that the actuz!l IMC enrollment
was representative is thus inferential, and is based in
part on the two following generat characteristics of
trainees for such programs:

1. The under-schooted, whose prospects for
employment or advancement are biocked
because of alack of education.

2. The under-~votivated, who< changes for
employment or advancement are blocked
because of feelings of self-denigration or
hostility toward an economic systen” which is
seen as irpervious to peneglration.

Needless to say, there are many cambinations and
nermutations between these two extremes, and an
important contracior function is to differentiate
between the deficiencies caused by one lack and
those resulting from the other.

The basic edacetion component relies on five
cifferent elements:

- A series of five Adult Readers, developed for the

LS
E lC‘Tre "LEARN systern” 15 ndw uted exculsively..
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contractor by the Bark Street Coilege of Education,
and content geared to adult interests and with
vocabulary carefuily screened to extend from the
third grade reading level to the seventh grade level,
according to Lorge word-frequency lists.

“The Warld of Numbers,” a series of eght
text-books 17 mathematics taking the trairee from
rudimentary arithmet ¢ through elementary higher
mathematics. Each volume is accompanied by a
work-book and driti-tapes for use with a tape recorder
supplied by the centractor.

“*The World of Words,” a series of four
textbooks introducing the various concepts of
English-language sentence-censtruction, voczbutary,
spelling and punt:ua‘ion, ageéin accompsnied by
workbooks and tapes.

- A mechanical comprehension.course providing
information on elementary physics in the same way
that various employer-administered tests probe for
knowledge.

— A how-to-take-atest Ccourse, giving trainees
information on how tests are constructed and how 10
score high on them as well as substantial test-taking
practice.

— A specislly developed  word-vecognition and
vocabulary-building course for non-readers, also
making use of a tape recorder.

In addition to these course, all deviloped by the
contractor, the center also made use of Enalish and
math textbooks, workbooks and tapes.

Classes were kept small and informal, with an
average traineefinstructor ratio of 12/1, and the
non reader classes averaged an even smaller 5/1.

In sll cases, the classes avoided the traditional
blackboord and-straight backed-chairs approach,
using instead @ conference table and comfortzble
chairs. The zonference table also  boused the tape
recorders and their  accompanying power unit. In
all, there were ten classrooms, of which five weie
used for basic education and th.  remainder for
HRD. There were seven basic education
instructors slots in the center budget.

Because the system is essentially seli-instructional,
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contractor by the Bank Strzet College of Education,
and content geared tu adult interests and with
vocabulary carefully screened to extend from the
third grade reading level to the seventh grade level,
according to Lorge word frequericy lists.

— “The World of Numbers,” a series of cight
text-books in mathematics taliing the trainee from
rudimentary arithmetic theowgh elementacy higher
mathematics. Each volume is accompanied by a
work book and drill-tapes for use with a tape recorder
supplied by the contractor.

““The World of Words,” a serres of four
textbooks introducing the wvarious concepts of
E nglish-language sentence-construction, vocabuiary,
spelling and punctuation, again accompanied by
workborks and tagpes.

— A mechanical comprehension.course providing
information on elementdary physics in the same way
that various emgloyer-adininistered tests probec for
krow'adge.

— A how-to-take atest course, giving trainees
intormetion nn how tests are constructed and how to
rcore high on them as well as subsiantial test-teking
praciice.

— A speciglly developed  word-recognition and
vocabulary-buitding course for nonreaders, also
making use of a tape recorder.

In addition to these course, all dev:loped by the
contractor, the center also made use of English and
math textbooks, workbooks and tages.

Classes were kept small and informel, vith an
average traineef/instructor ratio of 12/1, and the
non-reader classes averaged an even smalfer 5/1.

In all cases, the classes avoided the traditional
tlackboard and-straight-backed chairs approach,
using instead @& conference table and comfortable
chairs. The conference table a'so  housed the tape
recorders and their  accompanying power unit. In
all, there were ten ciassrooms, of which five were
used for basic education and the  remainder for
HAD. There were seven basic education
instructors slots in the cen.er budget.

Because the systen is essentially self-instructional,
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the basic education instructors are not “teachers,” in
ihe traditionally-accredited sense, but rather monitors
or guides, available to give individualized help to
trainees as they learn through the tapes, textbooks
and workbocks.

Of the 17 instructors, six were college graduates,
nine had some college, and two had only high school
diplomas.

To determine trainee’s academic achievement, the
Stanford Intermediate Test (Form X} was
administered to all trainees before the start of the
cycle in which they were enrolted. Form Y of the
same ‘est was administered at the end of the fifth
week of the cycle, and Form X was again
administered during the 10th week. Score summaries
are reparted in Section 1.

Besides the inherent difficulties of administering
the Form X fest twice in 11 weeks, the contrartor
believes, in retrospect, that the Stanford Intermediate
Test was an awkward instrument, since it did not give
sufficient precision in its differentiction of
achievement levels at the low end of the achizvement
spectrum, meaning that achievement ‘‘groupings’
were imprecise and occasionatly skewed.

This, in turn, caused temporery difficulties for
enrollees because they were sometires advised to
start the self-instructional materials ai a point above,
or below, their actual achievement levels.

Center statf also experimented with other tests,
rotably the Gates-McGinite and Grey Oral, in order
t0 imgrove this differentiation, but results were not
significantly better; the contractor has now started
developmental work on a new test series which s
being designed to improve the low-achievement
differentiation.

The human resources development course is a
carefully-structured unit which combines group
process work (role-play, confrentation stiess
accomodation) with the inculcation .f many
tife-skit's previously little known or recognized by
\rainees. Among these are money management and
oarnishment avoidance, job.interview skills.
employer-employee responsibilities, access to
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information ana treatment, consumer eduJcation,

dangers of alcohal and narcotics, and  including an
introduction to mass media techniques.

Quiside speakers conduct many of these
sessions, and they generally end in lively
question -ar.d-answer sessions.

Two HRO classraoms had full videotape

equipment; this was used regu'zrly during role play
and encounter sessions, permitting  quick replays
and self-anaiysis of  progress and maotivation.

In general, it has been the contractor's
experience that IMC enrollees occupy a middle
ground between urban sophistication and rural
geniality — and that this often impedes the search
for self-identity, a major goat of HRO.

Pittshurg is less than 40 miles from Oakland, the
national headquarters of the Black Panthers.
Enrollees were knowledgeable about — and in some
cases proponents of — the Panther ideology.

Unfortunately, the fact that Pittsburg-Antioch is
neither truly urban nor rural meant, upon occasion,
that IMC enrolleas were knowledgeshia about
philosophy without being fully cogn’ ant of the
disciplines imposed by the ideology.

This is a situation which may hold true far other
“urban fringe” areas, and contraclor’s response —
which entatied some additional emphasis on he'ping
enrollees understend their cwn self-motivations -
appeared to meel most of the problems.

Attitudinal or even behavioral change is, of course,
difficult to measure, and no claim to such
measurement is made here. {t is th2 contractor’s
judgement that ebsences and tardinesses from training
fell off during the 10-week cycle, and that this
behavioral change may be atltributable to HROD. (It
may also be due to a sense of accomplishment
emznating from basic education, ar sympathelic staff,
or factors unretated to the center, of course.)

Another possible measure might be the extent to
which trainees obtained and held jcbs after training at
companies where they previously had worked and
quit or been fired. But 2gain, it would be impossible
to eliminate other human variab'es in such a vray as
to prove conclusively that HRD, or general center
exposure, was or was not responsible.
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In general terms, the contractor believes the
behavioral charge which brought 66 per cent of the
heretofore unemployed trainees 1o permanent
employment is most largely attributable to HRD.

The contractor's program deasign called for a
10-week exposure of each enrollee to 3 course
combining aduilt basic education and a life-skills and
the attitude-change currizutum catled HRD. For the
“day"” students {unemployed at program entry), the
course involved three hours of basic education and
three hours of HRD every day for a five-day week.
Far “night” students {empfoyed but locked into
enry level jobs) the course involved 1% hours each of
tasic education and . '3D each day for a fiveday
wieek for 10 weeks. Completion of the course
required 300 hours for day students and 150 hours
for night students.

The 10-week time-frame is hased on the
contractor’s experience that:

(a)  alonger prewvocational training period is
unsatisfactory to the trainees, many of
whom are unaccustomed to the deferred
gratification requirements of an
exlended period; and

(b}  ashorter period is unsatisfactory because
it does not permit sufficient time for the
absorption ., and mastery of the
curriculum, and consequently leads to
poor results in tests administered by
potential employers. Also, the HRD
curriculum relies teavily on "group
process,'” and the ¢roups generally do
not achieve full cohesiveness until about
the sixth week.

During the second vear, the con'racto is
experimenting with severa! variations on this format
— reducing HRD sessions from three hours 10 two,
abandoning basic education altogether in favor of full
days of HRD, abanJoning HRD zitogether in favor of
extra-heavy doses of basic education, and providing
for possible campletson in as liltle as seven woeks -
or as many as twenty for non readess

In each case, the deviation €aime about hecause of
specific conditions at the center, and in each case the
modification proved helpful in overcoming the
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In general terms, the cuntractor betieves the
behavioral change which brought 66 per cent of the
heretofure unemployed trainzes to permanent
employment is most largely attributable to HRD.

The contractor's program design called for a
10-week exposure of each enrollee to a course
combining adult basic education and a life-skills and
the attitude-:hange curriculum called HRD. For the
"day" students {unemployed at program entry), the
course involved three hours of basic education and
three hours 0of HRD every day for a five-day week.
For “night” students (emp'oyed but locked into
entry level jobs) the course involved 1% hours each of
basic education and HRD each day for a five-day
week for 10 weeks. Comp'etion of the co rse
required 300 hours for day students and 150 hours
for night students.

The 10-week time-frame is based on the
contractor’s experience that:

(a)  alonger pre-vocational training period is
unsatisfactorv to the trainees, many of
whom are unarcustomed to the deferred
gratification requirements of an
extended period; and

(b} ashorter period is unsatisfactory because
it does not permit sufficient time for the
absorption . and mastery of the
curriculum, and consequently leads to
poor results in tests administered by
potential employers. Also, the HRD
curriculum relies hetsily on ‘‘group
process,” and the groups generally do
nout achieve full cchesiveness until about
the sixth week.

During th2 second year, the contractor is
experimenting with several variations on this format
— reducing HRD sessions from three hours to two,
abandoning ba:ic education aitogether in favor of fu'l
days of HRD, iibandconing HRD altogether in favor of
extra-heavy doses of basic education, and providing
for possible campletion in as little as seven yweeks -
or as many as taenty for non-readers.

In each casc, the deviation came sbout because of
specific conditions at the center, and in each case the

Q dification proved helpful in overcoming the
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specific problem, but in no instance was the
contractor convinvced that a basic change should be
inade in the overa!l methodology.

(1} Reducing HRD length from three hours to
two. In the first cycle, several enrotlees complained
that individual HRD sessions '‘lasted too long.”
Conversely, there were a few who said they were 100
short. In retrospect, the contractor’s trainers betieve
the first complaints were essentially a cop-out by
trainees threatened by HRD's demands for
articulateness in quasi-confrontation situations. The
experiment was ended because the reduced time did
not end the complaints.

(2) Abundoning basic cducation altogether i favor
of HRD. This happened only once, and came with an
extremely hostile group of trainees who were
unwilling to teke part in the basic education activity.
In effect, then, the experiment was forced on center
staff by the enrollees, and it ended after the
hostilities were “tatked out” through marathon
encounter activities.

(3) Abandening HRD altogether in favor of bavic
cducation. This technique wos used on a few
occasions when stable and adjusted enrollees were felt
to need heavy educational inputs during the latter
stages of a cycle in order to prepare for industry
testing. The objective was to biing the individual
trainee to a “‘peak’’ at test-taking time. Contractor is
reasonably satisfied with the results, and the
technique will be repeated when necessary. It is not
useful, however, with trainees whose attitudes are not
stabilized; since most center enrollees fall in this
category, it is not possible to abandon HRD.

As mention2d earlier, the “night’" students were,
for the most part, dead-ended but employed persons,
and their attitudes toward the “world of \wvork™ were
reasonabiy good. This might suggest that HRD
content could be reduced for these enrollees, and
more educational content could be added. But this
was not the case because, despite reasonably good
attitudes, many of the night enrollees were deficient
in the practical information imparted by HRD - how
to avoid girnishment, how to obtain emergency
medical services, how to obtain counse., etc. for this
reason, no time reduction was made for night time
HRD, although the contcnt was changed stightly %
provide the needed practical information.

e)r
(O X &



Contra Costa County had originally been suggested
as a tocation for a manpower training program by
officials of the Bay Area Management Council, and
the choice was finally narrowed to the
Pittsburg-Anticch area. Representatives of the
centractor and DOL met several times with local
industry and community lzaders prior to the
consummation of the final agreement.

Among groups and individuals cons ulted wcie the
Bay Area Management Council for Employment
Opportunities, officers of the California State
Employrnent Service, the Director of State
Vocationa!l Education, top corporate otficers of
irdustry located in the Pittsburg-Antioch area, the
tndustrial Association of Pittsburg-Antioch-Nichaols,
the Oszkland branch of the National Alliance of
Businessmen, end officials of the Concerted Scrvices
Project {cornmunity action agency) in Pittsburg.
Those consulted confirmed the need for the kind of
program they envisioned being offered by R&0D and
poL.

The needs it vwas thought, were clear:

{1}There was a shortage of stable manpower for

indusiry,

{2)There way a high degree of unemployment

amaong minority and disadvantaged persons;

{3)There was a dearth of existing successful

programs seeking to ameloriate the
employment situation in the area,

The day-to-day imr.ersion and investigation during
and after the organizino of the IMC resulted in an
additional analysis:

— The tahos and general economic situaticn in ke
target area was much mare complex than industry
had projected: there was a high degree of
employment, ‘neceasing every moath.

- Tweire was, however, ¢ decreasing need for unskilled
manpower. Plants were being automated, and
working forces cut back

ERIC
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— Although the amount of dollars invested in Contra
Costa County increased in the Ffive-year period
preceding the establishment of INC, the amount of
employment did not increase accordingly.

- [ addition, part-time farm work and seasonal work
in carning factories rlecreased.

In Contra Costa County. between the years
1958-1968, employment increased by 50% or 48,000.1

However, the growth was not consistent around the
County: in the nearby community of Concard, wages
rose six times as fast as they did in Pittsburg.2

In the Pittsburg Antioch area befween the years
1958-1968, the population increased 75%. Yet
industrial jobs increased only by 10%.3 The
non white unemployment rate in Pittsburg fof 1960
was three times the white rate. Blacks comprised less
than 10% of the total Pittsburg population.

From the contractor’s variage point, several
possible speculations zre possible: the industrialists
and civic leaders misread the probiem of
unemployment in their areas, they wanted a “new
program’’ so badly that they did not stop to analyze
precisely what kinds of services were to be offered by
the IMC; they saw a large number of unemployed
people, including signigifant numbers of blacks and
Mexican-Americans, and were concerred about the
possibility of racial disturbances similar to those
which had been oceurring around the country; thus,
any programshich purported to be “'dealing with the
minorities” was favorable. They cou'd say, “‘Sure,
we'll help all we can.”

The contractor believes the centec’s early days
woukd have been more productive had there been
independent pre-planning, a jcint
guvernmentindustry analysis of the economic ard
labyor situation of the community, one which probed
benealh the surface of the industrial sts” and agencies’
velcoine.

S'nce 1o ore was quite sure of the chatacteristics
of the target populstion, assanibiy of potential

V  PREPARATION OF THE IMC: METHODS AND PROBLE|
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- Although the amount of do'lers invested in Cantra
Costa County in-~reased in the fiveyear perind
preced ng the establishnient of IMC, the emount of
employment did not increase accordingly.

- In addition, part-time farm work and seasonal work
in canning factories decreased.

In Contra Costa County, between the years
1958-1968, employmar increased by 5975 or 48,000.1

However, the growth wis not cons’stent around the
Couniy . in the iearby community of Concord, wages
rose six limes as fast as they ¢id in Pittsburg.2

In the Pittsburg-Antioch area, between the years
1958-1968, the population increased 75%. Yet
industrial jobs increased only by 10%3 The
nonavhite unsmployment rate in Pittsburg for 1960
was three 1imes the white rate. Blacks comrprised less
than 10% of the total Pittsburg population.

From the contractur's vantage point, sgveral
possibie speculations are possible: the industrialists
and civic leaders misread the problem of
unempluyment in their areas; they wonted a "new
program’’ so badly that they did not stop to analyze
precisely what kinds of services were to be offered by
the IMC. they saw a large number of uremployed
people, including signigifant numbers of blacks and
Maxican-Americans, and were concerned aboul the
possibitity of rarial d-sturbances similar to those
which had been nccurring around the country; thus,
any program which purported to be “’dealing v.ith the
minorities’” was favorable, They could say, Sure,
we'lh help all we can.”

The coniractor believes the center’s early days
wou'ld have been more productive had there been
independent pre-planninyg, 3 joint
governmentl-industry analysis of the rconomic and
labor situation of the commumity s+ hich probed
beneath the surface of the t.dystniai: " and agencivs’
welcome.

S'nce nu ane was auite sure of the characteristics
of the target population, assembly of potential

enrollee profiles proved to be one of the first
priorities for the functioring IMC.

The next was to communicate this knowledge and
understanding to the industrialists, basnessmen and
the community power structures. It is anticipated
that the methodo'ogy will be a pre-requisite and
functional part of any repticated IMC. Industry, as
tould be anticipated, needs a greatcr ¢
knowledge of the potentia! enrcliee popu!

As the IMC dug in, it learned the ;ob
not asopenr to unskilled wovkers as projc -
authorities. While some of these were «
support of the manpower training, their - -
persorinel were nol committed 1o offering -

Often they were hiring with an eye to
prosuniahhy could perform adequately L.
the ledder where the true rank and file jot
regard, they tended frequently to 'v.: o
type of cl'entele the IMC served.

This has been a changing situation v.
running in favor of the center.

Community leaders, institetions 2..d
were, if not hostile, watchful rather thon
This has changed considerably.

The target populations, as e«
uninterested and skeptical. Successful «
changing those images.

It is now apparent that a strong, e peric
development staff should be in an are. |
prior to the opening of an IMC, pre
economic surveys, establishing contar
corpoiate eslablishment angd the smatle
and training the local staff to complete tt 2 .

Actually, while this will make the ta<h ¢
advantage wil be relative. Until an opers:
begins 1o prcduce qualitied graduates, !
commumity acceplance wibl IV low, The «
of the poor, industry, official age
community lcaders need to be showp o h
can produce before they will begin to
commitments necessary for ultimate succ
more spadewark is desirable, butl on'y

Q4
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operational program cén begin to influence a
community such as Pittsburg-Antioch.

By the time contract negotiations had been
completed between the Labor Department and
USR&D, there had been, of necessity, considerable
contact and inquiry with many individuals in the
community. There took plece a plenomenon
common i0 any news in a smallish city — the
multiplving, 1o varying degrees, of infarmation and
misinformation ahout the whale aftair: what kind of
nrogram was it going to be? What kind of sponsor did
it have? Who was to be inve'ved? Wou'd it compete
with other programs? In the very tightly.organized
community of Pittsburg, there developed
considerable resistance to the idea of a program
coming in from the outside, to 2 program to be run
by a profit-making concern from “back east’”, indeed,
from New York)

Representatives of the Bowntown Merchanis
Assaciation requested both the Manzger of the
Chamber of Commerce and the Pittsburg Chief of
Police to contact other cities in the Southeast where
the contractor had run similar programs: they wanled
to know R&D'’s reputation, and what had been done
with and for pcor people. What kind of social and
economic awareress would it bring to the deprived?
Were the purposes constructive or Jestructive?

This concern was repeated in talks with many
citizens over the past year, It was revealed strongly at
a meeting of the Pittsburg Planning Commission,
which was acting on a request for a building use
permit for a proposed center site in the downtown
shopping district. The commissioners spent several
hours discussing the application, concentrating their
commenits on the necessity for adequate fire exits,
and the availability of sufficient downtown parking
facilities. Senior IMC staff weie present, and had
explained the progran  The City Manager, who had
been apprrached beforchand, was much in favor ot
granling tae permit, The others vacillated, and it was
clear to thuse present at the meeting that the
questions the commissioners were reclly considering
were not those they we'e discussirg. There was
obviously an urarticulated concern about the pabhc
reaction to facilitating plans which might being laige

numb- s of "unemployed” 1o the downtown area.

{8

It is relatively easy, in terms of the total eftart’
expanded by a project of this kind, ta approach th
community thoroughly, and to tay careful
groundwork for fuli scale arrival. Negotiations,
because of their nature, raise some hopes and fears -
some real, some imagined, Groundwork shouid
attempt to allay the fears ganerated by the rumors of
a program, and by the contract talks and discussions
It is essential to convince the local people that not
only wilt and shousld they be involved; but they
should 2!so be approached in such a way as to make

them understand their advice and experience is beirg

sought, and te give them credit for their forethouoht
and insight.

It is important, while doirg this spadework, thet
the center’'s unigue status — independent of ather
agencies, although inviting cooperative linkages — be
carefully explained.

This necessity can be seen in the eatly relationship
between the IMC and an established agency. The
ayency offered total cuoperation, includ.ng viork
space at their facitity. For an “gutsider” th's was too
generous ar offer to overlook. Therefore, trainee
recruiting and community contact work \vas
conducted from this agency. IMC, naturally, made
every effort to demonstrate ity own ‘ndepindence,
but, as can be su:pected, it hecane common
knaowledge that the IMC was located at this agency,
leading 12 the inaccurate assumption that the two
weie opesating a joint effort

IMC subscquently discevered that this agency bad
not achieved a particularly good name vvith the poor
and and primarily black community it was secking to
serve, nor with the white establishment poves
slructure. Tt wasn't until several maonths later, when
members of the staff had dewcloped trusting
friendships with targe! residents and local leaders,
that this information was validated. By this time, the
center had meved 10 its own facility arnd rappart viith
Loth communitics veas established - Lut ninly ot the
cost of voluable time.

in general, tte process of coblahing a center in
this soplusticeted area 1ok denger and voas more
difficadt than the conteactor bad esperancod inamy
otler Tocatiuon. tn Brdgetun, Now Jorsey, for
exanple, JUtook exactly three wec ks to e, st o,
fird an appropriste site, recruit gnd traan Jocal staff,



influence a

ns had been
artment and
considerable
iduals in the
phenomenon
city — the
yrmation and
whet kind of
f sponsor did
d it compete
1tly-organized
developed
f a program
am to be run
cast”’, indeed,

.7 Merchants
nager of the
wrg Chief of

‘theast where
they wanted
sd been done
of social and
‘he degrived?
ctive?

s with many
=d strongly at
Commission,
building use
Je downtown
spent several
ntrating their
ite fire exits,
town parking
ent, and had
icer, who had
h in favor of
w,and itwas
ting that the
v consdenng
o Thore was
wit the public
ht bring large
v e

Aruitoxt provided by Eic:

ERIC

It is refatively easy, in terms of the total effort
expanded by a project of this kind, 1c approach the
community thoroughly, and to lay careful
groundwork for full scale arrival, Negotiations,
because of their nature, raise some hopes and fears -
some real, some imagined. Groundwork should
altempt to a'lay the fears gerierated by the rumors of
a program, and by the contract 1atks and discussions.
It is essential to convince the local people that not
only will and should they be involved; but they
shou'ld also be approached in such a way as to make
them understand their advice énd erperience is he ng
sought, and to give them credit for their forethought
and insight.

It is important, while doing this spadework, that
the center’s unique status -+ independent of other
agencies, although inviting cooperative linkages ~ be
carefuliy explained,

This necessity can be seen in the early relationship
between the IMC and an established agency. The
agency offered tctal cooperetion, inciuding work
space at their facility. For an "‘outsider'” this was too
generous an offer to overlook, Therefore, trainee
recruiting and communily contact work was
conducted fiom this agency. IMC, naturally, made
every effort 1o demonstrate 1ts ovin intependsn e,
but, as can be suspected, it beceame cc amon
knowledge that the IMC was located at this ¢ gency,
leadingy to the :naccurate assumption that the two
were operating a joint effert.

IMC subseguentiy discovered that this agency had
0ot achieved a particularly good name with the poor
and end primarily black community it was seeking to
serve, nor with the white establishment power
structure. {t wasn’t uvntil several months later, when
members of the siaff had developed trusting
friendships witl target residents and tocal leaders,
that this inforrnation vvas validated. By this time, the
center had moved to its own facility and rapport with
hoth commuunities was established — hut only at the
cost of vatuable time,

In qgeneral, the process of estab!'shing a conter in
this saphvsticated area tock longer and was more
Mhificutt han the contre. tos had expurienced in any
cther lacakinn, tn B, dgeton, New Jerrey, for
examp'e, it tosk ex.otly three weeks to arrive, set uf.,
find an @pprapriate site, recroat and tiain iocat staft,

recruit trainees @nd begin the session. in Pittsburg, it
was 2% months before classes opene 1 atemporéry
site.

By traditional standards, ten weeks is not g long
time, but in a cost-conscious opzration, set-up time is
unproductive 1'me in the specific terms of tiaining
unemplcoyed; in the generatized goal of enlightening a
community, it is time well spent.

Finding a suitahle center building in Pittsburg
proved to be an impossibility. IMC reguired 6,000
square feel of air-conditioned space. The place First
selected in the dowrtown area required 2xtensive
repairs and tk.2 facility ultimately was rejected.

As IMC staff began to scour the area for other
possible sites, only a few were discovered. One was a
group of small stores. Another was the huge
abandoned administrative bu‘lding of Ethyl
Corporation plant between Pittsburg and Antioch.
Afler many calls it was discovered that the renovation
cost would be prohihitive,

Because of concern about IMC's credibility with
the treinees, and because no real prospects were in
sight for a center, il was decided to request
permission to open temporarily at an eementary
school in Pittshu.g

It vsas at this point, towards the end of July, 1968,
and about 2% mwonths since IMC personnel had
arrived an the scene. that the first signs of
community support for ihe center began tu develop
when the Scheol Board voted unanimously tn |ease
1G classroonis tc {MC for a three week period. The
editor of the Pittsburg newspaper and various
community leaders began 1o help in the search for a
long termi locaticn.

When a suitable building was found in Antioch, six
miles aveay, careful thought was given 10 a possible
move. The building was a onestory, attractive
struclure In & square, opening On an &iry quadrang'e
with flowers and plants, and a sma!l tiled pond. The
rooms were adequate in size, although samenhat on
the sm. ' side. There scemied 1o be jist enough space.
The distance feam Pitshurg would cause some
transportation problers. Howeser, thes would give
the trainces practice in afiengng cor pouls, and
reinfurcing the advice that they get their cars and
liceases invworking onder.

3b
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The negatives, however, were great. Antioch is an
all-white town and, except for the large ndustries in
Antioch, virtuay no one was aware of the existence
of the IMC. Whatever pfacating, explaining, involving,
including, etc., had been donz in Pittsburg, less had
Leen done in Antioch. The whole procedure would
have to begin again; in addition, the trainees would
have to be convinced to enter what most of them
considered — justitiably — to be alien territory; the
building wou'd have to be prepared rapidly; and all
this would occur while the first cycte of a new proiect

\4!

A theory of the R&D operation is that the
corporatict: can train people in the new techniques,
and can afford to take the time to meet the complex
prablems of training local people to {ill these
comuplicated and unigue positions.

One of the key and singular positions is thet of an
HRG trainer. This person must get behind the tacade
and frustrations of the poor. He must be uniquely
skil'vd to strip away what most employers feei is a
tayer ot hostility towaerds employment and towards
sCr ely.

U. S. R&D has devetoped a Human Resouices
Curricvlum to do this jub. The corporation lrains
perple to teach within this curriculum. Of necessity,
v » lacal conditions, and the personal attitudes of
each trainee, make the curricutum flexible, and place
groat demands on the trainer and on the training
st ff. As a result, a high attrition rate of loca!
prrsaenel is expected.

A trainer must be many things. He has 1o be quick
witi- ] and quick-tongued, callous 2t times,
mnonatwve, ready 1o experiment, imaginative, ready
t lcarn wom his mistakes, and interested in and
¢-d dcd to what he is doing. He also has to have a
cxtm contidence in h mself and in what he is
Jtrem; ng to do, 50 that cruel and unkind comments
Ly trainces do not wound deeply.

There 15 no question that being a trainet 2t IMC is a
dem ding job. The ten hour day s common.
Te incrs are dealing with unusual problems, in

was beginning operations with a partially green staif.

The decision was made to transfer to Antioch.

What actuslly resulted was that one sur .er
Monday morning, the IMC appeared in Anticch as a
filt aceennplic very faw Ant'ochans knew what it vias
and from whence it had come.

The pool hall across the street had been
incorrectly described as @ hangout for local “white
toughs.” Many people were apprehensive. This time,
however, friendly contacts in Pittsburg could help
nave the way. And, aside from a few broken windows

CENTER STAFFING AND TRAINING: PROBLEN:3 AND POT

addition to the expected ones of teaching biasic
education or leeding HRD sessicns. They have to
contend with - and channel into lewining experivnces
- alcoholic trainees; others addicted to or empied
by narcotics; host'e and bitter trainces: and
unmoativated candidates.

The traners are responsible for follow ups on
graduates from previous cycles, they have to make
frequent personz! wisits; check into  altendance
problens, gccompany  trginees 10 job interviews;
appear in court to vouch for und somctimes serve as
coursellar for arrested trainoes; and be available for
on-the-spot counselling.

These demands, when couplel to the cortractor’s
desire 1o train irexperienced local people on the job,
mandates a high and expencive tuin over rate. It
means that a constant leaining program must be an
integral pairt "of the program. It demonds that a
director be a strong person, who not only turns oul
1o the community, but in to the needs of his statf.

Staff training i zdvance of the start of the first
cycle, origivatly scheduled to 1ast one week. veas
extended an additionel five days in order Yo increase
trainer capahilities.

Training consisted of carriculm prresentation amd
group dynamics vwork during the duy, ond sunsitianny
and management treining an the coomirg - classes
tasting past midnight. The live in sotling at a nearby
molel was a strain on those with fanuiws, and the

conter and training  directors R« to sped




was beginning operations with a partially green staff.

The decision was made 1o transfer 1o Antioch.

What actually resulted was that one summer
Monday morning, the IMC appeared in Antioch as a
fait accompliz very few Antiochans knew what it was
and from whence it had come.

The poo! hall across the street had been
incorrectly described as a hargout for local “white
tcughs.” Many people were apprehensive. This tine,
however, friendly contacts in Pittsburg could help
pave the way. And, aside from a few broken windows

and name-calling the first week, events progressed
relatively smoothly.

1. CAMPS survey, planning for FY 1970,
circulated in March 1969.

2. CAMPS survey. planning for FY 1970, circvlated in

March, 1969.

3. CAMPS survey, planning for FY 1970, circulated in

March, 1969.

ENTER STAFFING AND TRAINING: PROBLEMS AND POTENTIAL

addition to the expected ones of teaching basic
education or leading HRD sessions. They have to
coniend with — and channel into learning experiences
- alcoholic trainees' others addicted 10 or tempted
by narcotics; hostite and bitter trainees; and
unmotivated candidates.

The trainers are responsibie for follow ups on
graduates from previous cyrles; they have to make
frequent personal visits; check into attendance
problems; accompany trainees 1o job interviews;
appear in court to vouch for and sometimes serve as
counsellor for arrested trainees, and be available for
on-the-spot counselling.

These demands, when coupled to the contractor’s
desire to 1rain inexperienced local people on the job,
mandates a high and expensive turn-over rate. It
means that a constant training program must be an
integral part ‘of the program. It demands that a
director be a strong person, who not only turns out
10 the community, but in to the needs of his staff.

Staff training in advance of the start of the first
cycle, originaily scheduled to last one week, was
extended an additional five days in order 1o increase
trainer capabilitics.

Training consisted of curriculum presentation and
group dynamics work during the day, and sensitivity
and management Lraining in the evening — classes
lasting past midnight. The hive in selt:ng at a nearby
matel was a strain on those vith families, and the

El{l.icknd training  directors  had  to  spend

Aruitoxt provided by Eic:

considerable time placating frazzled husbands, and
trying to convine: the unsure they had the
qualifications to remain.

Each canaidate for a staff position was carefully
informed that the job would entail long hours and
hard work, and occasional night and weekend work,
and that frustr. tion and overwork w2re common
by -products of the job.

Despite this, there was never a shorlage of job
applicants, and from them a great deal was learned
which will not only be applicable during future cycles
of the center but for any program which replicates
this mode!.

Rather than rely eatirely on referrals from public
and professional employment agencies, community
groups and leaders, the Center used local newspapers
to advertise approximately twenty open staff
positions. During the first week of June 1968, over
200 peop'e applied for staff positions. In the year
since, more than 100 additional peopte filed
apptications and wete inferviewed.

In selecting the original tocal staff, IMC '2:rned
that a high school diploma or two years at a locsl
junior callege d-d not insure an individua! would be
competent in the reading writing spelling arithmetic
aspects of the job as an IMC trainer. Despite their
poper  credentials, several newlyhired local staff
members yeere deficient in academin performance.



As cou'd be anticipated, some people accepted the
responsibility of the job who were not able ~ due to
tamily commitments or personal inclination -- to
respond faverably to such conditiors. As the center
policy deve'oped, any candidate who expresszd nicre
than normal doubt about her hasband’s reaction, or
his wife's reaction, or his own reacton, was let go; no
cajoling was attempted. As a result of this, the
subsequent staff retention rate was increased.

For the second cycle, six new statf members had to
be hired; for the third cyc’e, five new members: and
for the projected fourth cycle, only two new stzff
members are required.,

Train'ng continues on-the;job, and at periodic
sessions with curricu'um and mznagement spec lists

In recruiting top administrative personnel, a
year-by-year federally - funded project preseats
difficultes in interesting the most successful local
busiress, community or agency managers.

White R&D can offer corporate security, it would
mean relocation for a locally-hired admiristrator i
the project were not refunded, or if a local organiz
ation did not move into sponsorship. In other R&D
projects, particularly in the south, the si'ary level and
the proximity of alternate sites enhanced the
recruitment of local administrators.Highzr Catifornia
salaries, and the remacteness of the Pittsburg-Antioch
facility from other R&D centers, made local
recruitment for administrators and managers more
difficult,

In alt probability, these focal nanagers wou ld have
families, and would not be mobite encugh to accept a
year's employment in Antiach, and then be shifted to
another R&D center somewhere elsg in the country,
if this one contract were not renewed. they were to
come from an industry, they would lose their
seniority and benefits.

1t is an interesting fact that uff R&D senior siatfers
who came 1o estal'ish the center were single, without
inunedizate family responsibilitics. All had werked at
other R&D centers. and were used buth to the rgors
of moving to a new oity, warking 12 hour days anc
vicehends and getting together a center,

Of the twunty-four people who it or where
transferied during the year, eight were fired because
of inabrity to do the work, get along viith the
trainees, or furctron under continue pressure, and 16
'\"j Tor brtter jobs, either at Fgher pey, cr more in
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line with their personal interests, and more in keeping
with traditional working hours and conditions. For
many of these, IMC training wes a step ladder to
advancement.

Of the 24 staffers who have left IMC, six were
HRD trainers, 12 were basic educational trainers,
three were secretaries, two were job developers, and
one was a trainee coordinator. They worked from
two weeks to 10 months. Twelve of those who left
were under 25 years of age, six were between 24-30
years, six were over 31. Eleven of the 24 were sing'e
and 13 were either married or had family
responsbilities. Fourteen were female, 10 were male.
1. Average length of siay, employees hired locally, no

longer employed by IMC . ... ....... 3.4 Months

2. Average length of stay, employees hired locally,
still employed at IMC ... ......... .. 7.5 Months

3. Average total length of service of employees with
prior USR&D service before assignment to Cafifornia

8.5 Months

4, Average length of stay of USR&D employees at
Pittsburg-Antioch Inc . ... ... ... 5.0 Months

{Figures do not include administrative positions}

In its other centers, R&D has moved some former
trainees inta training positions, particularly in the
area of basic education, or as assistants to HRD
instructors. This movement, of course, has enormous
advantages. This is also being tried at Antioch.

The first attempt with a trainez did not work out
weil, but utilizing that experience a second trainee
has been hired for advancement. Steps were taken to
make sure that this tran.e first comoleted the IMC
course, and then he underwent the same training as
statt, and s givenr, n addition, considerabyle
individualized tra'ning. The staff is taking great pains
10 consider him one of them and no longer a trainee,
Long discussions concerning h's own  altitudes
towsards  the program, staff, and his  tormer
follow trainees  ord  friends  are  beng  held
Furthermnre, no pron.iscs or suggested promises had
been made him at the beginning of the cycle,



althoLjh staff had perceived most rapidly his
intelligence and cepabilites His personal life wes
filted with many probl ras simifar to the first young
man. He had been in jail and is currently on
probation. IMC will insist he gets a telephone, and
will do what it can to intercede in personal problem
areas hefure the problems become too serious. He is
an intense, thoughtful individua!, with his own brand
of black militant passion, and a strong personal
identification with the target population.

Each senior staff change at the Center was in
response 1o @ need and helped to strengthen certain
felt needs in the structure (braining, administration,
recruitment, job development, placement). The
contractor’s depth of personnel enables it to move
men around rapidly to fill exposed needs. For 3l
practical purposes, the Pittsburg-Antioch
demonstration has regeived first priority and has
received the attention of a number of senior R&D
staff members. At one time or another, three of the
top R&D staff members. At one time or another,
three of the top R&D staffers {one a woman) have

A substantial portion of the local black
community lives in an area which is geographically
part of Pittsburg. but which is technically not
included in the city. It is controlled by the Country.
And, as Shakespeare once wrote, "There’s the rub.”

The El Pueblo district is primarily a low cost
housing, black ghetto. Al' public services are provided
by Contra Costa Couniy: police {by the Sheriff's
office), fire sanitation, emergency hospital care and
utilities.

The sesidents of El Pueblo consider themselves
citizens of Pitlsburg. They attend Pittsburg schouls,
visit freely with friends and relatives insidz e city
limits, yet, for voting purpose, they are residi. * ot
the County ard can not vote for city officials and cen
not work in city jobs. Although the city’s hospital
facitities are nearby, they must slill use these [ocated
at Mariinez, some twenty mifes awiy, because these
are the Courty's facilities.

taken top administrative positions at Antioch. Almost
everyone in the corpcrate chain of command from
the trainees 10 the senior executive nf the conmpany
hive had first-hand experience at Pittsburg-Antioch,

The current R&D center director is a black man
who was trained as a manager within the R&D system
and has served as a center director in two Gther
locations.

There is no doubt that staff, as much as procedure,
curriculum and management, is at the heart of the
R&D operstions. The unusual length of time spent on
screening and training personnel, while costly and
sametimes undesirable from a traditional
management viewpoint, is necessary 10 the success of
not only this project, but the concept of an industrial
manpowver center.

Candidl,, a blend of black and white managers is
needed. The same blend is needed for trainers. There
are few bleck managers in the country with the
experience to enter these top jobs. There are few
people, white or black, wained in methods which are
unicue and needed for training the hard core

VI, THE GHETTO AND
THE “PROGRAM WEARY" TRAINEES’
e T

Tre &1 Puebto trainees at the IMC claimi that the
county facilities zre inferior 10 those provided by the
city. There is a running controversy in which the city
says it wants to include El Pueblo in its jurisdictior,
but canpot until the County fixes up the streets,
lights, sanitation, etc, to bring it to a “par’” with the
rest of Pittshurg. The poor feel they are caught in the
middle of a technical argument which will net be
resohved.

In April, 1968, foliowing the assassination of Dr,
Martin Luther King, rioting and violeace breke out ot
Pittsburg Senior High School, Many students, mostly
blazk, were arrested and Sul):aequently expelled, This
he ghtened tensions in the area.

One week bLefcre the opening in July. a
disturbance occurred in Bl Pueblo between the
residents and the County police. The incid nt
inve ved shootiny, ~licemen ia riot goar, arrests anid
woundirgs, and censilerable ¢ afusion. Several of
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taken top administrative positions at Antioch. Afmost
everyone in the corporate chain of command frem
the trainces to the senior executive vf the company
have had nirst-hand experience 2t Pittsburg-Antioch.

The current R&D center director is a black man
who was trained as a manager within the R&D system
and has served as a center director in two other
locations.

There is no doubt that staff, as much as procedure,
curriculum dand management, is at the heart of the
R&D operations. The unusual lenuth of time spent on
screening and training personnel, while costly and
sometimes undesirable  frem a traditional
management viewpoint, is necessary to the success of
not only this project, but the concept of an industrial
manpower center.

Candidly, a blend of black and white managers is
needed. The same biend s needed for trainers, There
are few black managers in the country with the
experience 10 enter these top jobs. There are few
peop'e, white or black, irained in methods which are
unique and needed for training the haid core

VIl. THE GHETTO AND
THE "PROGRAM WEAR'Y"* TRAINEES’
R A SR

The El Pueblo tiainees at the IMC claim hat the
county facilities are inferior to those provided by the
city. There is a running controversy in whiun the city
says it wants to incrude El Pueb!  in its jurisdiction,
but cannot until the County fixes up the streets,
lights, sanitation, etc., 10 bring it to a ““par’ with the
rest of Pittsburg. The poor feel they are caught in the
midd'e of a technical argument which will not be
resolved.

In April, 19G8, following the assassination of Dr.
Martin Luther King, ricting and violence broke « .t at
Pittsburg Senior High Schoot. Many studenits, mostly
black, were arrested and subsequently expelled. This
heightened tensions in the area

One week before the upcning in July, a
disturbance occurted in El Pucblo betncen the
residents and the Cointy police. The incident
involved shooting, poticemen in riot gear, arrests ard
woundlgqs, and considergble confu<ion. Several of
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unemployed.

Yet the relevance of these men and women plays a
key role in the operation of the Center. What they
contribute, above and beyond their official functions,
is an intimate understanding of what is behind the
attitudes of the trainees. They are not only role
models to be emulated, they can speak back “eyeball
to eyeball” with a trairee, understanding the
frustration, having lived through it, but showing that
determination, changing conditions and a certain
amount of luck can combine to create success if the
trainee is willing 10 abandon this shell and start down
the right road.

It is not easy, as the trainers and staff will attest.
The work is difficult and long. The turn-over rate of
those .vho try is high. But for those who stick it out,
the rewards are in the lives changed. In a ‘ight
community tike Pittsburg-Antioch, the several
hundred graduates can have a tremendous impact on
the future of that area, opening up the doors to
non-viotent ccoperation and understanding at a level
far above the goal of this project.

those arrested and wounded were scheduled to begin
training at the IMC.

This incident again raised the level of tension,
leaving all the people of the city and county shocked,
nervous, bitter, afraid and angry.

The situstion, however, gave the IMC its first
chance to demonsttate jts ability to function within
beth the minority community and the establishment.

The Pittsburg police chief, who had already been
appreoached by IMC senior staft in a courtesy call
{and who had, at the request of local businessmen,
called other cities in which R&D had been located)
was invited to visit with some of the human resource
development groups to discuss the recent turbulence.

To the surprise of some of the trainees, he arrived,
alone. The wession was candid and heatcd. It fasted
langer than the normal class period. The ansys s were
not scelistying to either side, but it opened up a
chaingl of communications which hss helped the
center, and its trainees, understand ech other.
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After the chief had gone, the trainee; decided to
call the sheriff who the pol.ce chief had said had the
jurisdiction for €1 Pueblo. The undersheriif
resg onded and came to their HRD session.

For the contractor, this incident ¢-d the two
discussions provided a direct insight into the tensions
of the community and the gap which existed between
the trainee and those who would be expected to
respect the trainee and hire him for responsible
employment.

As a group, the trainees were anti-local
estabtishmentThey felt repressed, but were not docile.

More than half of the trainees had arrest amd
conviction recards, ranging from rape and eriied
robbory, (o disturbing the peace. fo possession amd
sale 0! narcoties, to faiture 1o appear on traffic
warrenis, From the employers” viewpotnt. tis Jifiy
percent were already incligible for eriployaient on
the hasis of their arecst recurds afone.

They had a'so “failed” in school. Although the
average last year of schocling was the tenth grad.., the
average entrance scores on the Stanford Achievement
test were 6.3 {cycle 1}, 6.7 (cycle 11}, end 6.4 (cycle
111). (These scoresexciude the special classes for
non readers.)

The trainees could articulate and express their
dissatisfaciton with the ’system;” and their
dissatisfaction with traditional educationa! methods.
They demanded changes and better lives for
themselves And they were aware of what was
heppening in their communities to prodiice or retard
these opportunities.

Many «f the men, and a good number of the
wemen, had worked at one time or another at the
large factories atong the river between Pittsburg and
Antioch: Johns Manville, U. S. Steel, Glass
Containers, Fibreboard,  Crown Zellerbach,
Continental Can. Of the 360 graduates, 175 admitted
to having had at least one job in one of these
factories. The breakdown is as follows:

Namber of graduates voho admitted 1o having
ane factory Jub prior to enroliment gt INC ., 106
Number ¢f graduates who admitted to having

two factory jobs prior to enroliment at INC .. 43

U

Number of graduates who admitted to having
three factory jobs prior to enrollment at IMC

Number of Graduates who admitted to having
four factory jobs prior to enroltment at IMC . ..

The others almost without excention knew sever.
people, including close relatives, who had at one tim
or another worked in 1hese factories.

The trainees made it very clear that they did nr
consider working at these factories to be what th:
called the ‘‘cat’s pajamas,’” even though the ent
level wage in some plants reached S2.99 per hot
They said they were seeking open-ended jobs whei
they could advance to what they believed the level ©
their talents. Some of these goals, of course, wer
unrealistic, but they diddemaonstrate the desire t
move ahead within the system, provided that syste
gave them an opportunity at a par with others.

Aspiraticns also often were mixed:

-1 do not want to go back into constructior
work.” —Enrollee Curtis Brown.

-1 would like to drive a pick-up truck.
~-Enrollee J. F. Carp.

-1 would like a white-collar job, and sit behind .
desk.” - Enrollee B. J. Ervin

The trainees had real problems, with police
money, women, men, drugs, jobs, and they wanted
real solutions, sometimes solutions far beyond th:
scope of an employment program.

State weifare stipends are better than average. A
woman with a child receives $148 per month, p'Jy
medical and other benefits. Most of the men said thes
had “hustles’” which produced for them.

There was a sgnificant drug culture in th
tommunily, irvolving the use and sale of marijuana
speed, crank, barbituates, and amphetamincs (th:
was true among seme of the tre'vees from Pittshun
and also among sore of the teenagers of Anticchl.

The majurity of the target popu'ation in the
Pittsburg Antioch arey wera factory-weary. articulats
and harrassed, possesting skifs which in many cas
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Nurnber of graduates who admitted to having
thren factory jobs prior to earo'iment at IMC . .18

Number of Graduates who admitted to having
four factory jobs prior to enrollment at IMC ... .8

The wthers almost without exceprion knew severat
peoplz, including close relatives, who had &t ane time
or another worked in these factories.

Th2 trainees made it very clear that they did not
consider working at these factories to be what they
calledd the ‘‘cat’'s peajamas,” even though the enlry
level wage in some plants reached $2.89 per hour.
They said they wern seeking open-ended |obs -vhere
they could advance to what they believed the leve! of
their talents. Some of these goals, of course, were
unreatistic, but they diddemonstrate the desire 1o
move ahead within the system, provided that system
gave them an opportunity at a par with others.

Aspirations also often vvere Mixed:

—~"| do mot want to go back into construction
work." ~Enroliee Curtis Brown.
-1 would like to drive a truck."
—Enrollee J. F, Carmp.

pick-up

—"t would like a white-coller job, and sit behind a
desk.” -Enrollee B. J. Ervin

The trainees had real problems, witn police,
money, women, men, drugs, jobs, and they wanted
real solutions, sometimes solutions for beyond the
scope of an employnsunt Program.

State welfare stipends are better than average. /A
woman with a child receives S148 per month, plus
medical and other benefits. Most of the men said they
had “hustles’” which produced for them.

There was a significant drug culture in the
community, in.olving the use and sa'e of marijuana,
speed, crark, barbitustes, and amphetamines {1his
was true among some of the trainees from Pittshurg
ang also among some of the teenagers of Antiochl.

The majorily of the taget population in the
Pittsburg Antioch arvca were factory-weary, articulate
and harrassed, possessing skslls which in many cases

they were unaware of, and possessing ambitions of
vast — and varying — proportions. Job aspirations
were often out of line with academic and other
qualifications. Their responses acked the necessary
specifications. They wanted “intetecting” jobs, and
“good’’ jobs. Their problem was not wack of previous
employment, but 8 garbled, confused, irregular work
record. They had had negative school experiences,
along with unhappy work days. Paying taxes,
especially to the residents of the E| Pueblo area, did
not seem to make @) sense at all, because they were
so far removed from influencing or participating in
the government which ruled them.

Money for food was not a big problem, and the
MDTA stipend they received was considared By most
to be “mickey mouse stuff” (which is not to suggest
that they did not fight for every penny they thought
was due them, and for some pennies which were not).

The cities of Richmaond, Qakland and San
Francisco are nearby, and have had their influence.
The black movements and general racial tension in
Richmond especially have produced I~cal Black
Panther groups, and many Black Muslim canverts.
Organizers and leaders from the big cities have been
in Pittsburg, on and off, for several years.

The program-weary trainees were not initially
impressed with a program which promised to help
tham get jobs in factories, which, to them, provided
little security, frequent lay-offs, and low prestige
value,

Whife the Anglo, and ususlly young, trainees from
Antioch and West Pittshurg shared some of the
attitudes and life styles of the hlack El Pueblo
residents, the Mexican-American trainees from the
delta areas and farming communities of Brentwood
and Qakley were on the other side of the scale.

The maiority of the Mexican-Americans were older
and more settled, with large Families and substantiat
welfare allotments. Their employment histories were
more limited to agricultural work and they often
revealed a kind of shy reluctance to seek work in the
large industrial plants.

This section, recessarily, has generatized about
IN'C trainees in & weoy that seldom occurred during
the tirst year of operation. To succeed, in training, in
job pla.ement ard job retention, the Center had 19
recognize rach teainee as an individual with individual
cr neerns gnd ind.vidual goals.
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Recruitment for Cycle | was difficult. Despite
door-to-door canvassing, referrals from agencies, radio
and television spots, and employment of local street
leaders, several more weeks had to be spent at
recruiting than expected. Apout 400 peop'e were
interviewed, and tested, for the 150 which were
accepted,

For the first cycle, a successful applicant had 10
pass through four distinct procedures: an intervic.v;
testing; medical exam; and certification by the
California State Employment Service. Many of the
applicants could not be accepted because ihey hau
physical problems, they 'acked one year's work
experience, they were not single and self-supporting
of head of household {hence ineiigible for the
stipend), or because they were determined not to Le
truly interested in the program or in going 10 viork.

For the second cycle, IMC had expected its
word-of-mouth reputation to increase the numbr, of
“‘walk-in’’ applicants, making door-ta-door and
bar-to-bar canvassing unnecessary. Not so. The
recruiting techniques hat to be used again.

Even so, recruitment for the second cycle was
easier. Marny first rycle rejects were recor.sidercd,
IMC greduates were hired as recruiters and could give
the Center the stamp of tiieir personal approva). Tre
word had begun to spread and many pcople came in
because they knew a Cycle | graduate who had gotten
a job. The word also was getling around that INC
staff had been helpful in court, a place where many
potential trainrees need assistance. {See "'Success
Stcries,” Section X )

Approximately 450 pecple applied ard were
processed for Cycle II. MDTA certification vwas madoe
casier by CSES personne! stationing themselves at the
Center for the fi-st few days of the cycle — a
Liezkthrough in intec-agency cuoperation, siv e CSES
previously had not out-stationed its personnel.

Thus, the "processing’’ procedures were cut almost

Vill. ENROLLEE RECRUITMENT
S

because of failing to arrive at an appointed place at a
certain time. There were four weeks between the end
of Cycle | eénd the start of Cycle I, with half of the
staff devoting fult time to recruitment and half to
placement,

Between Cycles Il and Il{, only three v:eeks
elapsed, in order that there would be severa! weeks
avatishle after the conclusion of Cycle 111, and before
the expiration of the contract, to work exclusivelv gn
juh development and plecement.

Recruiting for the third cycle vias the easiest —
evar 00 people were interviewved and tested during
this time, and a greater percentage than before proved
to be eligible for the program.

/.5 each cycle began, the Center would receive
phoi e calls from various ggencies, inquiring why
come of their clients had been rejected. A small
(rcentage of the rejectees also called, or followed
the s.ygestion in the IMC letter of rejection by
cwming into the Center 10 discuss the reasons.

’

But at the start of Cycle I, there was an
avalunche of agency calls, and an equal avaleéche of
irete unsuccessful applicants. jn several cases, reverses
in deeisions were made, because of great perseverance
o the applicant's parl, or because some data had
been cverluoked. The conclusion of IMC was that it
hed hecome, if not popular, at least respeciable
enough that being rejected was “‘out.” {Qne reiected
anplicant ztiended classes for three days befors he
was discovered and then was formally enrolled fur his
n.wii-eiion and perseverance.)

Biing "in” did not mean gratefulness, or “<ettiing
doon,” or ""applying” oncself. At th2 outset,
citenrdance wvas erratic; classes were noisy, and often
apel by walk-ouls and othe: disruptive behavior;
trainecs were skeptical and stole cue bahs and fnod
fiothe regreation Nall across the strect,

Fora fev,, the center was a lark, essy to put 2n, a
yood place to hang out with friends and pass the
toae Dven those who needed 1o tearn, ¢ d knew it,

Q  alf, and fewer applicants lost out on consideration
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Viil. ENROLLEE RECRUITMENT
Y R S

because of failing to arrive at aneppointed place at 3
certain tire. There were four weeks between the end
of Cycle | and the start of Cycle 11, with half of the
statf cevoting full time to recruitment and half to
placerrent.

Between Cycles Il and [, only three weezks
elapsed, in order that there woldld be several weeks
available after the conclusion of Cycle I, and before
the expiration of the contract, 10 work exclusively on
job development and placement.

Recruiting for the third cycle was the easiest —
over 600 pecnle were interviewed and tested during
this time, and u greater percentsge than before proved
(o Y+ eligible for the program.

As each cycle beaan, the Center would receive
phone calls from various agencies, inguiring why
some of their clients hud been rejected. A small
percentage of the rejectees also calted, or followed
the suagestion in the IMC letter of rejection by
coming'inu') the Center to discuss the reasons.

But at the start of Cycle I, there ywas an
avalanche ot agency calls, end an equal avalanche of
irate unsuccessful appticants. In scveral cases, reverses
in decisions were made, because of great perseverance
on the applicant’s part, or because some data had
been overlocked. The conclusion of IMC was that it
had become, if not popular, at leasi respectable
enough that being rejected was ""out.”” {One rejected
anplicant attended classes for three days before he
was discovered and then was formally enrolled for his
motivauion and perseverance .}

Being "in" dd rot mean gratefulness, or “settling
down,”” or “applying” oncself. At the outset,
atlendance waus airatic, clesees were noisy, and often
upset hy wolk cuts and ot™er discuptive behavior;
trainces veere skeptical end stole cue bal’s and feod
from the recreatin hall across the street,

For a few, the cenier was a latk, easy toputon, a
good piace o h.ng out with friends and pass the
'¢3° Even thote who needed 10 learn, and knew it,

had to be tough to maintain their self and peer
images.

But as classes continued, they settled in, taking
full adventare of the prograrn, but always maintaining
their defenses. At gradaation, perhaps, the defenses
were momentarily dropped.

Enrollee recruitment techniques followed this
pattern: Local IMC staff, under the direction of a
U.S. R&D trainer, canvassed poverty ne’ghborhoods
in doar-todoor and bar-tobar recruiting., Nearly
10,000 flyers were distributed each cycle at churches;
homes; public housing units; supermarkets: pool halis
and bowling alleys; barber shops; restaurants and
bars: thrift shops; clubs and pub'ic agencies: and
industrial plant norking luts, [A typical recruiting
leaflet will be found in the Appendix.)

Some of the most effective recruiting was dore by
loczl residents employcd by the Center on a per diem
basis. For the second and third cycles, IMC craduaies
nol yet placed were employed to vwork on recruiting
teams with iocal center staff.

The Pittsburg radio station ran 6Q-second spots,
and a popular local bandicader plugged the Center in
public service anaouncements. Two staff members
weere interviewed on a soul program of blues and jazz.
Newspaper ads were placed in all local papers. Movie
theatres in Pitlsburg, Antioch and Brentwood ran
slides on IMC as a public service.

Loca!l industries posted recruiting notices and
posters on plant bulletin boards, and IMC staff
d.stributed leaflets during shift changes in parkirg
fots and at plant gates, asking employees 10 "spread
the word” to unemployed friends and relatives.
Union balls and central 1abor council metings vere
covered in the same way.

Cooperation from governnrent ' zgencies and civic
groups was exol'emt

— Calforn’a State Departnient of Employment

Counselors distributed leafllets and referred

applicants. The manuger of the Pitisburg  office

ERIC
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made available tists of more than 250 names of
hard-core unemployed, Letters o all persons on
these lists were reinferced by personal visits.

~The director of training for US. R&D, IMC’s
training director and his assistant training director
addressed 150 social workers of the public welfare
agency. Lists of potential applicants were received
from Social Service branches in Pittsburg, Pleasant
Hill and as far away as Richmond cnd San Pablo.

~The Community Center in Port Chicago printed
and distributed news releases on IMC.

— The Public Health Depertment offered office
space for IMC recruiters on busy clinic days.
Patients were interviewed and advised of the
program.

~The President of the local Athletic Association
distributed flyers to ali the local coaches.

--One of the bilingual staff members metwith the
presidents and menibers of several Latin American
Organizations. Other staff members adaressed
their own congregations; pastors put notices in
their church bulletins, explained the progrzm from
the pulpit and distributed flyers. IMC staff met
with the president and members of the Pittsburg
Ministerial Association.

— The Deputy Director of the California Selective
Service Commission maited flyers and other
information to Selective Service rejectees.

—The county probation officer and the city police
chief advised their departments of the program
and referred potential applicants

— The Drop Qut Prevention Officer of the City
School System publicized the IMC program to
both parents and students.

— The State D" partment of Rehabititation and the
Piltsburg Director of Vocational Rehabilitation
accepted IMC rejectees as well as assisting the
Center with referrals.
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The large ecmnloyers of the Pittshurg Anticeh area
had been cortacted und surveyed long before the
Department of Labor’s controct with the US. R&OD
Co-poration was executed. They were nterested in
the program’'s concepts, impressed Ly previous
successes and committed themselves to support and
assist to the Center. But these attitudes were not
immediately translated .nto jobs,

After several months in the area, these specific job
facts hecame apparent, altering the emphasis
described in the criginal preposal and fercing “the
development of new skrategics:

Company No. 1 had heen operating in the red for
the previous yedr, and anticipating fuither cutbacks,

Company No. 2 hat! hirzd no new employees in
one and one hulf years;

Compuny No. 3 hired only one new employen
each year,

Only s:x local industrial employers had made hasic
joby pledges to the National Alhance of Businessmen,
Of the 153 total pledges, 120 come frem Compeny
No. 4. This plant was anticipating 9 suike in Aurgust
1868, and consequently dul little hiting in the
menths precading the expiration o the contryct vwith
itsun on. Shortly alter the Uveeat of the stiike passed,
the planmt found 1t necessary to lay off 240
enplayees, and it continoed to lay off unti
Deccmber 190B. At this time the total laid off was
approximately 350, Before the Ly off, it had §1ed
70 ot its 120 NAB oledqges. The halances of B0 1t bl
hoped to L1 in the pring of 1069 and, o5 ach o5
possible, foom IMC grads. Cutbacks in espe cted
arders have tmited hiring, andd it has emplayed bt o
snall fraction of the 50

Company No 5 went though a prolung !
recession, which furced o tu oredore vork force and
12 change from three shifts to 140 12 hours sh ‘s
The persannel manager could offer Lo he'p,eso. ot
for speakers and the uswe of ndistnal ooy
materials

Company Ne.o 6 does net hiue from Novemtige
theeusgh Janwary. and did not have many openings
vhen it was hiring. Thas conspany . and several others,
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terd to lay off employees with regutarity. Those (o
off are the cnes hited muost recerdly. At one o
plant, for example, e IMC graduates were hired «
Wednesday, and a d off the fo'lowing Friday.

In addition, a series of strikes tock place duri.
the contract year which cut down on job 2opening
The orospect of a strike meant thzt new hiring w.
curtailed unti’ the hreat was over: obviously. no o
was hired whife a strike was in process and, after |
settlement, some time had to elapse before no
employees could be hited. (There were 14 lab
strikes i the perod from June 1988 1o Apiil «
1969, ‘astirg from several days at ore plant 1o sever
months at another.)

These are precisely thez corditions which relequ
agsinst the conceat of “plant” wastment T
economics of industry always have the tast vierd, w
in the chove situations men hired n an " nmedie!
emp'oyment’ bases voould be back on the reils of ;
unemployed and candidates for anoth:
fetlerally sponsored pre vocot anal program.

The employment situation soon mandated that th
IMC would need considcrable hetp in jo!.
development. ’

The IMC contract budget reinforzed the concepr;
that 1tk conter director {acting in concest with th o
Industiial Advisary Boardi, was *he only real jori
developer, as had been the cases af the contractor
other Centers in the Southeast, An onginal consuiter
request of §2000 for 1MC ""jo |
development placement” was cut to S60CD I |
provision had been mode for the hring of a joo
developer, or for an individaal or individuals wob
would De solely ricponsible for opening up jobs ar-
helping to match trainecs to siuts,

Towatd the cod of the first cycle, IVIC hived oo
locat staff mcmber to work full tme in this fig!
Duting the second cydle, this wvas increased to v
and toward the ond of the thed eyce. a thid porse
weas added to this staff

In any caw, IVC developed sgnibicant numbers ¢
johs, miore than enough tor every Center grarduat
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tend to lay off enployces with regutarily. Those laid
off are the ones hired most recertly. At one loce'
plant, for example, «vo IMC graduares weie hired en
Vednosday, and e d off the following Friday.

I addit on, a series nf strikes took place during
the conlract year which cut down on job openings
The prospect of a strike meant that new hiring was
curtailed unti' the threat wvas over; obviously, no cne
was hired while a strike weas in process and, after a
settlement, some time had to elapse hefore new
employees could be hired. (There were 14 fabor
<tr kes in the period from Jure 1638 to April 21,
1869, lasting from saveral days ¢t one plant to several
manths at another.}

Thes2 are precisely the conditions which relegate
agcinst the concept of “plant” investmant. The
econonncs L industey always have the lastword, and
in the aboue situat'ons men hired in an :nmediate
employment’” bases would ba back on the rol's of the
unemployed and candidates for another
federally sponsored pre-vocational program.

The employment siteation soon mandated that the
IMC would need considerable help 1n job
development.

The 'MC contract budgel reinferced the concept
that the center duector {acting in concert with the
Industrial Adv sary Board), was the only reel job
developer, as had heen the cases at the contractor’s
cther Centersin the Southeast. An original consultant
request of $3000 for IMC *‘job
development placement” was cut to S6000. No
provision had been made for the hiring of a job
deveioper, or for an individual or individuals who
would be solcly responsible for opening up jobs and
helping 1o match trainees to slots

Toward the end of the first cycle, IMC hired one
local steft member to work full time in this field.
During the secand cycle, th's was increascd to two,
ard toward the end of the third cycle. a third person
was added to this staff,

In any caw, IMC developed significant numbers of
jnbs, more than enough for every Center graduate.

O
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How was the Center able 1o do this, especially in a
taugh lubc- makel? \What technigques were used and
which ares were successful? Was a private contraclor
more effective in this arez than other public agencies
and programs? \WWhat did the contractor learn fromhis
experience that will assist other efforts in job
development?

To insure jobs, smaller industries, businesses, retar?
merchants and service trades must be contacted,
visited, won over, ctc., if the large number of
graduates released into the job market every ten
weeks are to be placed.

IMC brought in professional consultants toward
the end of Cycle | to help establish a system for job
search and matching, and to he'p in finding job
openings. Telephone canvassers contarted more thar
2500 potentiat employers who were first informed of
the program 2and then notified of imperding
graduations.

Special brochures, with pictures and se'ected
resume facts, were mailed after the initial telephore
cantact, end many of the potential employers were
vicited personally by the job developers and staff
members.

Somte of the jobs developed by the canvassers vere
out of reach of IMC graduates, requiring spicial
experience or techrical educations, but the technique
served to puhlicize the IMC as far away as Ricamond,
Berkeley and Oakiand. Itwas a professional approach
which gave an aura of professionalism to the Center
and thus to its graduates.

IMC also worked to cncourage employers 10 ease
their entrance requirements, to fower previously
establishied minimum standards for trainee positions,
to open up prestige jobs, with berefits, futures, end
p2rmanence. The usual internal trainicrg programs, or
on-the job expericnce for advancement, were not
available to INC trainees. The testwas to have treated
trainees as cquals with others seeking the same #m-
ployn-ent. The argument was the effect of the
program. The advzntage 10 the government was that
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industry then pa'd for the additional traning and
experience.

This is a delicate business because as the Ceater
discovered, the pesannel men and their plunt
superintendents aie all individuzls fuwst, company men
second. They have to be exposed 1o the “hard core ™
They have to see for thenselves what they loak Ihe,
how they dress, and what they say,

Exposing potential employers 1o trainees in this
fashion took several months, and it wasn't urtil they
became famihar with individuz! trainees that entrance
reqdirements were actuslly lowered. One persornel
man, visiting the Center te conduct practice
interviews, was so impressed with a trainee that he
hired h'v o1 the spot; znother personne! officer
towered the minimum score on a plant qualifying test
in order 1o hite a particular VMC graduate; anothe
suspended Al festing for several 1NC traecs he had
ohscrved in classroom situations.

Lowe:ing these bLuariers nad the net ¢lfect of
moving men and vomen with former restrictive
handicaps, info the system whete their advancement
was not abitrarily reterded by industrial corceprs of
sucress, ILas this corporate sttitude vhich vall, o8 the
tong run, justify the concept ot "pegple’” irvestment,

A key 10 this relstionship betveen the IMC and
local personnel directors is the “1ole-play™ teehi: que
devised for use at meetings of the tndustriul Advicor y
Board.

The technioae ca'ls on industrial personnel officots
and Center enrollees first to “play themselves” and
then to reverse roles while peers - both other trainces
arcl other personnel officials — look on, respond,
analyze motivations and offer suggestions

Such “mock interviews'” often turned into rea
ones, «nd personnel officials found themsel,os
o'fering re:! johs to trainees on the hasis of the

CXPOIISnee,

Regulatization of this 1ochnique is o goal of she
IVIC during 1ts sccond year, and “the hove to do 1™
wall be repoted upon in great detad 1 the second
year effort KMeanvhide, the contractor belreves this
mothad of eonplaycr rainee cxposure s for morn
effectne in securing jobs for the “hard core' than s

ol

the tradibional job developrient “sa'vs
employer’soffice,

IMC encouraged poteatial vmplo e
Centor frenquent'y - fomally, for
checussions, and an the spar of she miga
obscivetions, I this vy they cou'd o
diduads ard wcnse e see i provemen:
o behaior,

This method (s a “dooropeng’” #
structured spproseh oo manapme ! avar
lovite af the cotpurate pro . ss,

St’nsrt\\.lw Teoniro), munagenmiea® b
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The non-threatening, somewhat unstructured IMC
approach beg'ns 1o build up a confidence in the style,
reliability and usefulness of awareness training.

The next step is to have the program widely
accepted and to move towards formalized
conferences utilizing the US. R & D management
training courses. This is high on the second year's
agenda.

The arguments for this training are compelling. It
is onty one-half of the equation to have an employee
job-ready. His foreman, the supervisor, the plantand
personnel managers, must also be employee ready.
There is no denying that the "'style’” of these new
employees differs from the older employee. There are
new values, new concepls, new concerns which a
manager or supervisor must know in order to be an
effective leader. There are also areas of taboo, which
are not evident for the unindoctrinated. Certain
words, gestures, concepts and attitudes are likely to
be misunderstood by the employee. With a short
period of training, the superyisor or manager can
avoid them and {ind the acceptable methods of
communicating.

The tirst step of course, is for the supervisors and
the managers to realize that the problem exists; the
second step is much simpler, toisolate and discuss the
elements of the problem.

At the same time, the Center was imparting certain
practical skilis to its trainees: interview techniques;
competence and ease in test 13king, recognition of
skitls and achievements and the ability to talk about
them.

Often thz2 trainee was the best salesman for himself
and the program.

His record at IMC became important and was
treated importantly by Center staff, potential
employers and the trainee himsel!f. {f a trainee with a
bad work record maintained perfect attendance at
IMC, the Center could say that the traince had now
established himself as a reliable worker ond was
ready to handle job responsibilities; the empoyer
could count JMC as a reference and say tha. the
trainee showed interest and determingtiun: the
trzinee could say he had sltraightencd himselt out,
th =t his record at IMC proved it

employability preparation, made a Center graduate
more competitive in the job market than an
off-the-street applicant. The fucr of training, tha:
special entry on a resume, was a plus factor.

Another plus factor, which helped to convice
prospective employers, was the Cenler’s continued
involvement with its graduates post-placement
services, peiiodic follow-ups, personal visits and
available counseling resources. IMC staff was initially
surprised at the favorable response to this feature and
then learnad to use it when "‘selting”” the program or
its graduates.

As mentioned before, early successes are alweys
helpful. If the first hard-core employee, an IMC
graduate, makes it, then there isn‘t so much risk in
trying a second one. With some successes behind
them, center staff actually developed new jobs by
telling an employer he should take a good look at
some of the graduates beforc the ‘‘sharpest” of
trainees found other jobs.

In summary, IMC found that for one reason ot
anothe: — self-interest, public relations, community
spirit ~ most employers wili try all available job
banks as a source for employees. If they get
"burned,” they aren’t committed to try agein. They
won't take the time or spend the money to try again
But, if the employer has been invelved from the start
— on the first day of training, for example — he i
committed and will try again. He's seen it work. He
even suspects that if it doesn’t work for him, part of
the failure may he his.

IMC not only opened jobs initizlly, it kept them
open, even after on-the-job failures.

THE JOB MATCH

As is mentioned eariier, the job matching
operation undertaken 2t the IMC started with
errollee aspirations, rather than conployer job orders,
although there vas a tareful atteopt made to insure
reasor.he consistency n the Centec's refeirals of
trairees to potentisl employers

During the hifth week of each cycle, each enrollce
vas Intervicwved by staff on job experience, job
preference, and an attermpt was rmade to probe for
latent aplitudes or avocational interests vohich mught
prove imporiant to an employer.

]: lC«»ﬂC learned that completion of training, especia’iy
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employability preparation, made a Center graduate
more competitive in the job market than an
off-the-street applicant. The fac! of training, that
special entry on a resume, was a plus factor.

Another plus factor, which heiped to convice
prospective emplovers, was the Center's continued
involvement with its graduates — post-placenient
services, periodic follow-ups, personal visits anc
available counseling resources. IMC staff was initially
surprised at the favorable response to this feature and
then learned 1o use it when 'seliing” the program or
its graduates.

As mentioned before, early successes are slways
helpful. If the first hard core employee, an IMC
graduate, makes it, thea there isn't so much risk in
trying a second one. With some successes behind
them, center statf actually developed new jobs by
telling an employer he shou!d take a good fook at
some of the graduates before the “sharpest’™ of
trainees found other jobs.

In summary, IMC found that for ore reasun or
another — seif-interest, public relations, community
spirit — most employers will try alt available job
banks as a source for employees. If they getl
“burned,’”” they aren’t committed to try again. They
won’'t take the t.me or spend the money 1o try aga'n.
But, if the employer has been invalved from the start
— on the first day of training, for example - he is
committed ard wilt try agzin. He's seen it work. He
even suspects that if it doesn’t work for h'm, part of
the faiture may be his.

IMC not only opened jobs initially, it kept them
open, even after on-1* e-job failures.

THE JOB MATCH

As is mentioned earlier, the job matching
operation underiagken at the IMC stirted with
enrollee aspirations, rather than employer jcb orders,
although there was a careful attempt made to insure
reasanable consistency in the Center's teferrals of
trainees 1o potentizl employrs

During the fifth vweek of each cycle, each errollee
was inlerviewed by stefl on jub experience, job
preference, and an attempl was made to probe for

tent aptitudes or avocationa) interests which might

tc'a!E lC‘roJa important to an employer.
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At the same time, the General Aptitude Test
Battery was administered to each traineg, and the
results were interpreted by staff after trainng by the
Enployment Service.

A wali-chart was prepared for each cycle, listing
tréinee job desires and GATB-demonstrates skills, as
well as tested reading and mathematics achievement
levels for each trainee.

As the job developers produced job orders, these
were matched against the wall-chart, ard referrals
were made after a search of the wall-chart
informetion.

Often 1here was not an exact match between
emp'oyer requirements and trainee cheracteristics,
and in many of these cases — particularly in Cycles 11
and 11l — the Center’s job-developers were successful
in getting employers to reduce, bend or waive the
requirements, thus producing jobs for trainees who
might have been “'stepped at the docr” without stalf
intervention.

Center staft was cognizant of many of the more
sophisticated concepts embodiec in a ‘“total”
job-developmenti effort — time-and motion stud es,
for instance, leading to proposals for a broad
modificaticn of a plant's staffing and assignment
pattern.

Surh an in-depth approach was not possible under
the funded budget anc, in any case, probably woutd
have proven redundant in many of the
highly-automated petrochenmiical and other plants in
the Pittsburg-Antioch area.

During the second year, job-match procedares and
techn'ques wiil be improved and tested end, along
with ihe methodology of management training. will
Le reported upon in the second year report.

The graduates of the upgrade program have
demonstrated that there do exist people who, after
putling in a Full day's lzbor, still are interested in
working to improve themselves. In the second year.
additionz! planning time must be devoted to the
special problems of this group and what the INC can
do to an hence or case the problems of ther
patticipation. A greater effort will be made to have
emp'oyers and uniors refer employees to the program
and to offer them post.graduation cpportun:ties for
advancement.

0J



The statistical record in Section Xl is the center’s
score sheet. The figutes show a high number of
placements. By R. & D standards, they also show &n
early low réte of job retention. Why did that happen?
Why did these carly |\MC graduztes lose ar leave their
jobs? And what can be learnzd from that job
placcment experience?

The bulk of jobs developed by IMC sta‘f were
entry-level positions with starting wages as high as
$2 99 per hour. Due to busiress conditions, a new
employee would work three rotating shifts and would
face frequent lay-offs. In this regard, he was in the
samme status as an N.AB. trainee. Their working
conditions and advancemcrt were influenced by the
same factors.

The contracter was familiar with the types of
entry-tevel jobs availab'e in the Pittsburg-Anticch area
and previously, in small, Southern ccmmunities, had
identified enough pecple who wented these jobs to
begin a history of employment. In the Southeast, the
major gep belween the jobs and the trainzes had been
the lack of certain skil's. Once the skills were leacned,
the gap cauld be closed.

In Pittsburg-Antioch, the gap between “hard-core”™
unemployed and entry-devel jobs was not so easily
defined. Large numbers of employees had
unsuccessful work histories in the employing
factories.

Touwvard the end of the first cycle, the center was
natit'ed of openings by several nearby plants, and the
rush for jobs was on. At this time. no negative
feelings were expressed by trainees about the kinds of
jobs available. Everyone wanted to work; everyone
wanted to land the first job; the atmosphere at the
center was highly competitive, with each traince
trying 1o comsince the stefl that /ic should be the
cho ce for Hiut job. Significant numbers of trainees
wwere placed i jobs

One month fater, hawever, the fisst fall offs were
repotted and, m sonce perreds, job losses were so
numerous that new placements didn't show up in the
net statistics. While a few trainces were fired, most
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simply walked off the job. Many would disappear for
several weeks before returning 10 the center for help
in finding another job.

It’s important to note that all but two or three of
the greduates eventually visited the center to discuss
personal troubles and new job prospects, an
indication that the IMC became, for them, an
esteblished institution which they could "trust.”

The IMC staff counselled the returning trainze and
then tried to summarize the primary cauases for job
losses in order to improve future job matching and
job retention.

On-the-job problems {meeting production quotas,
relationships with supervisors, attitudes and job
perforarance} were not as common causes for job
losses as were the personal, off-the-job problems
facirg trainees. The most frequently expressed
reasons for quitting jobs were:

.. Court and legal actions causing tardiness and
absenteeism. {Many trainees said that if they had to
be an hour late for work, they wouldn't go at all.}

.. Family and girl-friend problems.

.. Transportation. (While the center helped to
ariange transportation to jobs, rotating shifls,
over-time and lay-otfs made permanent arrengements
meeting all contingencies impossibte.)

.. .Health, including drug addiciion.

.. .Combinatiuns of all of the above problems plus
financial d.fficuities and the stresses of a new job
were n many cases, ton much for the trainee to
handle. The job — which required the nmost time —
vwas usually the first thing to go.

In nearly every instance of jobr loss, the traince
also said he just didn't ke the job: the plant was
dety and hot; the work was boring, the [ob w.as
degrading; the hours ditficull and the working
canditons poor,

Starting sa’aries were high, but for the tramnees,
they didn't offset the lack of ciear advancement
opportunities
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sirnply walked off the jab. Many weuld disappear for
several weeks before returning to the center for help
in findirg arother job.

It's important to note that all bat two or three of
the graduates eventually visited the center to discuss
persanz! troubles and new job prospects, an
indication that the IMC became, for them, an
established institation which they could "'trust.”

The IMC stalf counselled the returning trainee and
thea tried to summarize the primary causes for job
losses in order 10 improve future job matching and
job retention.

On-the job prohlems (meeting production guotas,
relationships with supervisors, attitudes and job
performance) were not as common causes for job
losses as welre the peisonal, off-thejob problems
facing trainees, The most frequently expressed
reasons for quitting jobs were:

.. .Couri and legal aclions causing tardiness and
absentecism. (Many trainees said that if they had to
e an hour late for work, they wouldn't go at afl .}

.. .Fanily and girl-friend problems.

. .Yransportation. {While the center helped to
arrange trapsportation 1o jobs, rotating shifts,
over-time and lay-offs made permanent arrangzments
meeting all contingencies impossible.}

.. .Health, including drug addiction.

. Combinations of all of the zbove problems pius
financial difficuities and the stresses of a new job
were in many cases, 100 much for the trainee to
handle. The job - which required the most time -
was usually the first thing to go.

In nearly every instance of job foss, the trainee
also said he just didn't like the job: the plant was
dirty and hot; the work was boring, the job was
degrad.ng: the hours d.fficult and the working
cond tions paor.

Starting safaries were high, but for the tranees,
they didn't offset the lack of clear zdvancement
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At the same time, the trainee was unsure of what
he wanted to do; he knew he wanted a “clean’” job
but was discouraged by white-collar salaries, often
considerably lower than the factory jobs; he
expressed preference for the “status” job, but was
not confident about his own abilities or
qualifications.

And, in fact, his achievement level was often lower
than his aspiration level. Many trainees recognized
this and opted for more training and junior college
educations. . .2 positive reaction to IMC miotivationa!
training.

In ali, 50 IMC graduates opted for additional
education or training, and had completed — or were
still enrclled in — courses as of mid-September.
Fifteen IMC graduates en:oifed in the loral junior
college, and only one nad dropped out. Gther
placements in advanced training:

PROGRAM CYCLE I i I TOTAL
MDTA Institutional 4 7 3 13
Heavy Equipment 4 3 . 7
Warehouseman . 5 2 7
Other 4q 6 3 13
16 21 B 45

Of these 45, 25 quit the training programs short of
graduation.

Trese complex attitudes toward work, traininy
and education had not confronted the contractor in
its other manpower programs and seemed 1o
challenge the concept and object.ves of the IMC.

In one response, the center broadened i1ts iob
development process 10 include airlines, insurance
companies, banks and other busiresses with traince
positions in man - ;ement or skilled Frelds

Through in-depth probing of trainees’ natural
skills, hobbies, interests and pPrevious experiences,
both employment and personal, stalf discovered that
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trainees often had talents and interest which they
themselves didn‘t recognize and that a trainee’s
interest in “tinkering with radios’ or nis experiences
in the armed services cou'd often 'ead to a job.

In placement efforts, IMC started with e
expressed job aspiraticns of the enroliees — a rather
different stance from that traditionally teken by
manpower/employment programs, which generally
start with the emiployer’s job-order.

The IMC methodology, while useful in establish g
rapport with ‘rainees {many of whom had founc
earlier placement efforts on their behalf overly
arbitrary and unitateral), will require g-eater
refinerment.

In the first IMC year, it was not possthle 10
establish a fully synchronous relationship between
employer needs and trainee felt needs, and the job
development effort resulted in imbalances - both
over-and under-supplies — between employable
persons and available jobs.

It is important to note, however, that a placement
program based on trz:nee aspirations is an important
new concept, and that a projected 66 percent
“permanent placement’ rate, as roported ear.ier, is a
substantial improvement over ear’igr manpower
efforts.

Deeper and more frequent involvement viith the
trzinee at homre and cn the street also helped swatf to
prevent, or at Jeast handle, financal and tegal
problems that often caused job lesses. IMC staffing
did not include a professional counselor or a leydl
adviser. These pos-tions may be essential if a program
is calted upon to offer postplacement support
services.

The center also worked to bring gbout closer
coordination writh employers. IMC encouraged all
employers of IMC graduztes 10 notify the center
immediately about tardiness, absenteeism, end any
other problem affecting job performance, In several
cases where graduates were having on-the-job
problems, cesster statf was invited by an emnloyer to
meet in the plant with the graduate, his supervisor,
the personnel marager and ey othgr emp'oyces
imvotved in the particelar siteation. Interestingty, bt
not suprisingly, in these cases the hasis or cause of the
problem did not alvwvays rest with the gredyate alone,
but was shared by both employer and graduate,

ob

Based on the ahove experiences, the center oegar
an attempt to effect some changes in employe:
attitudes. At a Center Advisory Board meeting, fo
example, IMC staff demonsteated training techniques
by involving Board members as participants ir
structured role plays between employers and
"hard-core” employees. While the center's efforts in
this field were only exploratory, the response zni
interest of both industrial and public managers was so
great that additional work will be undertaken in this
area of trzinina.

In summary, problems of keeping the job were in
many instances exterisions of other problems detailed
in this report. IMC graduates on the job still have to
deal with transportation, child care, past arrest
records and outstanding warrants. Reqular paychecks
must be accompanied by meticulous money
ménagerment, so that old debts can be paid off, and
naw debts incurred with less of the reckless abandon
of prior days. Even with intensive HRD trainirg. &
! fe's hahits are not easily changed; but is estimated
that within saverzl monwns - perhaps four or five -
IMC gradaates pull themselves togeti.., physically
and fiscally. This thesis should be susceptible to some
further aralyses during the IMC's second year of
operation, and will be reported tater.

Much about the iob itself will controt whether the
individual makes it or not. The center staff is 1rying
Lo insure trainee success by finding interesting,
open ended jobs; by trying to get the trainee able to
decl with the long tists of prob’ems ard involvements,
and by lrying 10 change the atmosphere of the places
of employment.

In many waysa job retention reflects all the
problems experienced by the IMC and its trainees. Qn
the one hand, the retention rate will increase as
uainecs become better able to dea’ with the system
which contre’s the society, and zsemp’overs become
better able to deal with the “‘hard-core.”” On the
otheér, the reteation rate will increase even more when
graduates are ervployed at jobs they want and ke,
ard when employers decide it is economecal'y
irmportant tor them to be able to renruit and [ran
from the sources of manpewer with v hich today they
are generally retuctant to bother.

This trainee and communily acdareness and
acceptance e at the hhart of the IMC program.
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Based on the sbove experiences, the center began
an attempt to effect some changss in employer
attitudes. At a Center Advisory Board meeting, for
example, IMC staff demonstrated training technigues
by involving Board members as partic:pants in
structured role plays between employers and
"hard-core' employees. While the center's efforts in
this field were only exploratory, tke response and
interest of both industiial and public managers was 50
great that additional wodk will be undertaken in this
zrea of training.

In summary, problems of keeping the job were in
many instances extensions of other problems detailed
in this report. IMC gradcates on the job still have to
deal with transportation, child carz, past arrest
records and outstanding vvarrznts. Regu'ar paychecks
must be accompanied by meticulous money
menagement, so that old debts can be pz.d off, and
new debts incurred with less of the reckless abandon
of prior days. Sven with intensive HRD trainirg, a
life’s habits are not easily changed: but is estimated
thatl wvithin several n-onths — perhaps four or five —
IMC gradiates pull themselves together, physicaily
and fiszally. This thesis should be susceptible to some
furthar ana!yses during the IMC's second year of
operation, and will be reported later.

Much sbout the job itself will control whether the
individual makes it or not. The center staff is trying
to insure trairee success by finding interesting,
open-ended jobs, by trying to get the trainee able to
dect with the long tists of prob’ems and involvernents,
and by trying to change the atmosphere of the places
of en'ployment.

In many ways, job retention reflects all the
probitems experienced by the IMC and its trainees. Qn
the one hend, the retentior rate will increase as
trainges become better able to deal v.ith the system
which controls the society. and as employers become
better able 1o deal with the “haid core.” On the
othcr, the retention rate will increése even mure when
graduates are emp’oyed at jobs they want and like,
ard when employers decide it is economically
important for then to be «ble to recruil znd tran
from the sources ol manpowr seith which today they
are gencraly reluctant to bother.

This trainee and communly awareness and
acceptance are at the heart of the IMC progran.

N.A B. Comparison

Thicre are obvious conclusions and comparisons to
be drawn from the IMC placement and job retention
experience.

All 1those plants which provide the early
employment are eligible for N.A.B. monies. [t is ciear
that under the N.A.B, program, many would have
dropped out and be back on the job market, or
eligible, again, for placement in a federally funded
pre-vorational program.

It i5 also equally ciear that those men and we.nen
w.ro sought higher rducationa! training would have
heen slotted inlo one program and had their careers
governed Ly this early experience. Some, of course,
wodld have overcome this ney. frustrétion, but it is
equally clear from the IMC fzilures in earlv placement
and the instantly institutad recovery efforts, that it is
difficult to change life patterns and that the total
IMC efforts centered under one rcdf, provide a
successful institutional experience for the
disadvantaged and that, in uself, provides the
opportunity to de’iver services as needed, whether
these were anticipated of unanticipated offshoots of
the program.

Where will the N.A.B. drop-vut go after he leaves
his employer? Who would have responsbility for his
continued employment or education? Ishe out, cnce
33ain, on his own, try:ng 10 seek his way and find the
job or educational experience which wil! provide him
with a satisfying hfe? These and other comparative
questions suggestalternats approaches should be added
1o the existing manpower efforis.

t is the contention of (his contractor, that the
institutional effect of the Center, combined with its
intensive pre-vocational experience, enables a persen
to withstand new frustrations and sezk new
opportunities without additional federai
expenditures 1t is a'so the contention, ba.ed on the
success-failure outitne of this chapter of tha report,
that options not before available or understood by
the Lra'nec became avelable and, in the final analysis,
this unders.arding will lead to a successful woik
experience.

The nror> conclusive proof must await the results
of the second year.
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The upgrading part of the IMC program was
designed to help prepare underemployed znd
marginally employed persons for on-thejab
advancement or for progression to steadier, mare
satisfying and higher paying positions. For the
contractor, this was tne most difficult component.

Recruitment was the first problem, and the IMC
staff experimented with several approaches. An
analysis of those approaches and the results should be
helpful ta other work in this field.

Direct Referrals From Fmployers: While the major
employers expressed the.  belief” in an upgrading
program, few offered significant cooperation. In
other prograins of the contractor, employers had
personally selected employees who would benefit
from additional training and had er.couraged them tn
atiend the center program; center staff had been
invited to meet with employees during the work day
and tn explain and recruii for the program; recruiting
fiyers were distributed in paycheck envelopss.

Some ermnptoyers in the Pittsburg-Antioch area
were unwilling to recruit or to allow IMC sta1f 10
recruit within their p’ants. Some posted bulletins on
plant notice beards; some distributed recruiting
notices to plant superintendents and supervisors;
some allowed recruiters to distribute literature
outside the plent gates. Few, however, could giva
assurances ol upgrading it an employee enrolled in
training, and few gave the prcgram their personal
backing.

Referrals From Urions® Union leaders responded
in much the same way as employers — expressed
interest and support, some distribution of literature
buat little help with referrals.

Referrals From Public Agencies: IMC svorked
closely with agencies employing sub professional

H0

XI UPGRADING
A

aides, and in numbers, this was the best approach.
Unlike plant employees and union members, the
sub-professional employees could see the light at the
end of the tunnel; theov could anticipate direct results
it. test taking, advancement and salary increases.
Standard IMC Recruiting Techniques:
Door-to-door; in the ctreets; at churches and social
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aides, and in numbers, this was the best aporoach.
Unlike plant employees and union members ‘he
sub-professional empioyees could sce the light at tne
end of tie tunnel; they could anticipate direct results
in test taking, advancement and salary increases
Standard IMC Recruiting Techiques:
"l""'-lo door; in the streets; at churches and sociai

gatherings; shopping markets; pool rooms, bars,
barber shops, etc. Recruiting teams worked evenings
and weekends in order to catch employcd people at
home,

While a few prospective vnderemployed trainces
were interested in training fer their own personal
improveiment, the key 10 recruiting for the upgrading

g

J

C



O

ERIC

Aruitoxt provided by Eic:

component was always a direct question: “If | go to
that school, will | gst promoted?’’ Most of the
prospects didn’t think so. And, the majority of those
who did enroll wanted to change jobs rather than
seek, or hope for, upgrading in their present job.

Hindsight indicates that it was perhaps overly
optimistic for the contractor to expect a high degree
of cogperation in the upgrading component.
Employers wre inclined to believe that upgrading
training would result in increased tabor instability as
locked-in entry-level jobholders used the training as a

zans toward seeking other jobs. And this indeed was
the case: most "upgrading’ trainees confested that
the training vwould give them a better chance to
switch jobs.

On the other hand, area employers were not
unaccustomed to substantial turnover in entry-lavel
positions, and some emp’oyer representatives freely
admitted that the lacked-in employees were 1.0t to be
blamed for seeking self-advancement elsewhere,
ccasidering the relatively low pay and the long waits
for promotion.

When industry representatives complainzc about
the instability thought to be engerdered by \he
upgrading comrponent, :he staif’s recourse was to
point out the high existing entry-level-jou turnover,
and to encourage employer accepiance <f the
contention that the turnover would not he reduced
{regardless of the IMC’s presence or absence] unless
entry-level jobs were part of an upward-inouility
pattern and were sukject to a conpetitive pay rarge,

OTHER PROBLEMS

The upgrading program was difficult in other
respects as yell. Most of the employed trainees
worked at local faciories on three shift schedules —
consisting aof day shift, graveyard shift and swing
shift. Despite many rcquests on tha part of 'MC staff
of employers 1o place IMC employed trainees on
straight shift for the duration of the ten weok cource,
not one could, or would, do so. Most employers said
that they could not risk setting such a precedent and
that it would enr'anger refations with unicns.

Thus, the IMC upgraifing program®was iorced o
swing with the swinging tainees. This meant
additionai adrainistrative and subctantive changes at

6O

the center. It also meant a disruptive schedule for the
trainees involved ~ one week coming days, often
directly from the graveyard shift without slecp; then
one week of night classes, aften directly {rom work.
This meant they switched to different groups, and
different trainers. 1t also meant that these trainees
were frequently — and justifiably — very tired when
they arrived at IMC ard that iheir efficiency was
low. It also meant dealing with trainees who were
“ashamed’ of arriving at the center in their soiled
work clothes. Trainers had to use all their ingenuity
to convince the trainees that th. «niled claihes were a
badge of honor, and were resmected by the other
unemployed trzinees vwho aspired to be wearing them.

The switchers' pelipatetic appearances in the day
groups with the unemployed trainees had positive
effects: they served in many cases as solid rele models
for those fookirg for jobs. But it a2 interrupted
their own work done at the night session.

The attrition was high:

CYCLE ONE

% ot unemployed trainees enrolled who

gre A e e e 59%
%« wed trainees enro!led who

graduv. e e e e 72%
CYCLE TWO

% ot unemployed trainees enrolled who

gradaated L e e, 80%
% cf employed trainegs 2nrol'ed who

graduated ... 77%
CYCLE THREE

% of unemployed trainees enrolled who

graduated ... 76%
% ot employed trainees enrolled who
graduated . .o e 58%

A reorganization and revision of the upgraded
comp~nents of both basic education and human
rescurce development was necessary, For cxample,
the emphasis on drugs had to be altered for the night
trainces, who ' not have many problen.s with or
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temptations about drugs themselves. Rather, they
wanted to knuw facts about drugs and drug use, and
to discuss ways preventing their children from
experimenting with them and getting hurt,

Those employed trairees who were cligible for
apprenticeship tests or progression examinations
worked specifically in this area with the basic
education trainers. This meant research into kinds of
tests and procedures, which drew from, anu
compiemented, the work being done on testing in
general.

In HRD groups, nore time was devoted to
“employer-employee relations,” to Getting along on
the job. In every session, the trainers encowraged the
treinees to te!l about their day at work, their
particular gproblem: on the jcb, contlicts with
foremen or with cther employecs. In some cases,
trainees were pe-suaded by tneir fellow group
members not to quit or act too hastily. The
intarpreting and fitling out of job-bid forms was afso
introduced. Money management, family planring
were emphasized, as were, in the day program, skils
and achieverr ent.

The employed trainees were generally older and
more stable than the unemployed day trainees. A goal
of the program was to motivate them to become
actively intlerested in promotions on the job, or in
thinking about other jobs more compatible with their
existing skifls, with opportunities for training and
advancement. They were energetic and hard-working
people. The $10 per week travel stipend they received
was an insignificant inducement. Those wha enrolled
and persisted through graduation did so because of
strong personal dedication, effort and sacrifice.

In three cycles, 68 trainees in the upgrading
program graduated. Immediate successes are ditficul:
to measure. Several employed graduates, such as
community aide trainces from the Departmen® of
Social Servicer, received immediate raises and
promotions which they had been promised before
eatering trainino. Several employers comments J upon
improvemems in attitude, attendance, punctuality,
and relations with supervisors and fellow emplc yees.

Forty-four percent of the individuals trained in the
upgruding pregram moved to defferent jobs with
better Futures, some at higher pay, some at less, or
received raises or promotions on their ol jobs.

£ 1
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The fo'lowing vignettes, taken directly from the
contractor’s iaternal report ‘iles with only the
deletion of names to maintain anonymity, give an
indication nf the range and depth of the IMC stafi
effort:

"During my first cycle as a group leader, | faced
the frustrating problem of a practically
non-communicative trainee. | tried approaching the
situation from severa! differen: angles, but avoided
creating an intimidating atmosphare, thinking this
might frigkten her into complete withdrawal but to
no avail. Not only did the g'rl 1efuse to participate,
out she turned her nead sideweys when spoken to. It
was clearly a case of an extreme Jack of
seli-conidence, but for no apparent reasor. She was
reasonably attractive, very bright, and had had
successtul working experierces. She was by no means
uncooperative, but merely appearad
pseudo-introverted. | was at my wits end-as to how to
deal with thii. The other group members were $0
outspoken and became so involved in the sessions
that they had a tendency 10 igncre their quirter
group member,

"Determined to succeed in my first relatively new
experience in dealing with groups, | began having
regular counseling sessions with the trairee The
training director afso worked in conjunction with me
tn this area. For the first few sessions, the trainee
continued 1o be very passive, offering iittle or no
contributions to the conversations. Gradually, she
began to relax a little, cbviously respondind to the
informality of these sessions. Finally, after nuinerous
sessions, we discovered that the trainee was extremely
self conscious of an almost ivisible scar on her tace
which was the result of a gun shot wound she had
received shortly befure coming to the Center. We
assured her that the mark was barely noticeable and
certainly did not affect her speach patterns in any
manner . She still appeared somewhat dubious, but
scemed greatly enccuraged.

“tmmediately, my plan of zction wak apparent to
me. Beginning with the next HIWD ression, ) called on
her frequentiy. She was stul reluctant to participate
ut did so at my insistence. Gradually, the other
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group members began to recognize her as a valuable
source of information within the group, and they toa
directed their cominents to her. By the end cf the
cycle, it was a rewarding experience to see her
actually involved in arguments with other trainees
and voicing her opinions with convictiun.

“At the graduation exercises at the end of the
cycle, she received one of the two awards for
outstanding student. The entire staff had elected her
for this honar.

“My second cycle of group leading found me
confronted with an extremely negative female
trainee. This attitude cou'd definitely be attributed to
the fact that she was only four feet five inches tall,
and had been refused many jeobs because of this
Lnfoitunite circumstance. Durirg groug sessions, she
constantly downgraded herself and her abilities. No
amount of encouragement or flattery an my part or
her peers' seemed to have any effect. There veere days
when | could have cried from frustration in trying to
deal with this seemingly hopeless sitvation. By the
tenth week, | could still not note any improvement.

“A few days before ¢raduation, | took har on 2n
interview at a local variety store. While waiting fcr
her appointment, we sat in the Employees” Lounge.
An employee came in and began a conversation with
har, asking her ali soris of questions about the
Industrial Education Center. The employec was
obviously skeptical about the validity of suchk job
training programs and insinuated that no prog:am
could “teach & person anything in a nere ten v.eck
period. While 1 silently curced the employee, |
nervously awaited the trainee’s respcns2, fearing the
effect his converzation might have o her. | need not
have worried, for she defended the program to the
hilt, and bluntly told the womarn that the {EC
‘taught you more than you could €ver learn in any
dumb old high school.’ | inwardly breathed a sigh of
relief.

*‘The trainee got the job."

"Last cycle | had several Black Auslims in

RIC
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group who were especially negative and suspicious.
They thougit everything at IMC involved some kind
of conspiracy — they even thought that the new air
conditioners were bugged, and that the trainers were
summcnred to the groun this way by‘a secret switch.
Some members refused to write anything down for
fear of 1t being used against them. It was a
tremendous handicap to group cohesivencss even
though we had various religious denominations
represented. | had 10 recognize early a controversy of
religion arising, and maneuver and divert the
discussion away from it.

“One day | was giving a short quiz because | {ound
this a good way to liven everyone Lp, to shake apathy
and to create a challenge. | have found that most
trainees enjoy a contest, and it helps to get the group
goirg for the day. | asked several questions which
cou'd have easily been answered from the maps, but
no one thought of this. John who was the superior,
setf-acclaimed ‘con’ artist and Muslim convert, sat
directly in-front of the maps Ore of the questions |
asked was what direction would a weather vane be
pointing on a map if it indicated West? No one knew
the answer. When we finished and | told them it was
in plain sight to anyone who fuoked at the maps,
John said, "You are pretty sneaky, eren’t you." "’

** Sneaky? It hardly seems sneaky to me when a
con man as clever as you was sitting about 24 inches
away from the map.” He reilected on this seriously
for several minutes; the  2up taughed at him and at
themselves. But they all learned right then how to
reed directions on maps, religion was avoided,
skepticismo and suspicion wai somew! at exposed, and
the idea of restricting or limiting of ones visiu was
discussed. | often find it necessary to employ this
kind of contrived jcad-in to expose the individual
trainees to a broadened way of thinking, to
unobtrusively expose their lirnited scope in
self examination.”

"Iwo of my trainees from Cycle Il rented pole
climbing equipment at their own expense, climbed
pcles in front of their homes, then went to the
cmployer {Cable TV, Colt, climbed poles for him and
got the jcb as [nemen, [ icel that |yas able to instl
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group who were especially negative and suspicious.
Trey thaught everything at IMC involved some kind
of conspiracy — they even thought that the new air
conditic ners were bugged, and that tj’xe trainers vsere
summoned to the group this way by a secret switch.
Some members refused to write anything down fcr
fear f it being used against them. It was 8
tremendous handicap to group cohesiveness even
though we had various religious denominations
represented | had to recognize early a controversy of
religicn arising, and maneuver and driert the
discussion away from it.

“Qne day | was giving a short quiz because | feurd
this a good way 10 liven everyone up, to shake apathy
and to create a chalienge. | have found that most
trainees enjoy a contest, and it helps to get the group
going for the day. 1 asked several questions which
could haye easily ueen answered from the maps, ]Jut
no one thought of this. John who was the sugerior,
self-acctaimed ‘con’ artist and Musiim convert, sat
directiy in front of the maps. One of the questions |
asked was what directicn would a weather vane be
pointing on a map if it indicated West? No ore knew
the answer. When we finished and | to'd them it was
in plain sight to anyone who Muked at the maps,
John said, ‘You are prettv cneaky, aren't yos."

" Sneaky? It hardly scems sneaky to .ne wa na
con man s clever as you was sitting about 24 inches
away from the map.’ He reflected on this weriously
for several minutes; the group laughed at him and at
themselves. But theay all learned right then how to
read directions on maps, religion was avoided,
skepticism and suspicion was somewhat exposed, end
the idea of restricting or limiting of ones vision was
discussed. | cften find it necessary to employ this
kind of contrived lead-in to expose the indiv-dual
trainees to a broadened way of thinking, to
unobtrusively expose their limited scope in
self examination.”

"Two of my trainces from Cycle Il rented pole
climbing equipment at their own expense, climbed
poles in front of their homes, then went to the
employer {Cable T.V. Co.!, climbed poles for h'm and
got the job as linemen. | feel that | was able to insty!

in these trainees a desire to accomplish and to
improvise in ordzr to achieve their ends.”

* " *

*Last night one of my trainees from Cycle Il came
to my house {many of them call me at home and
drop by on weekends). He couldn’t read or write
whzn he started here at IMC; he had gone to the 3rd
grade in Texas 25 years ago.

“When he came to my house, he immediately
began to read a second grade reader, which my son
had brought home. He was very proud of this
achievemnent and wanted me to share in his success.

"Since Yeaving IMC in January, he has enrolled in
Adult Basic Education at Mt. Diablo High School in
Concord under the WiN Program.

""This, to my way of thinking, is the most
satisfying, meaningful tI'ing that hes happened te me
since coming to IMC. | ke to thirk, and the trainee
states, that | inspirec: him to go into this program. |
am pleased that he comes to me for he'n and wants to
share his successful experiences.'

* » .

“Shortly after the trainee joine. our evening
sessions, he was often absent. | knew he had a job at
an auto repair shop in Brentwood, so we called z2nd
tosnd he had also missed work. Subsequently, |
ca'led him at his home and he said he had had the flu.
But upon returning to class, | questioned him about
mssing work, whereupon he told me that his real
reason was trouble with his 13 y2ar old step-son. |
asked him 1o tell me, saying mayte we could help
h'm, so he told me that the boy was in Juvenile Hall
for possession of narcotics. We spent same tinne in
discussing his own situation on a new job - being
withoi't money, unavle to help the boy other than
support and visitations until after ke hearing. He
realized his helplessness in the situztion, but wanted
the boy home for Christmas. | told him | weould call
“he pro“ation office and see what 1 coutd do,
imploring Joe to return 0 work. The job was slow
and the boss v/as having him trim {:~es, which m.de
e trainee feel he was not learning the mechanic job
he was hiled to do. Betweer that and the boy's
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trouble, Joe was nearly terminated for absenteeism,
because he didr': teh the boss the real reason for
being absent. We convincad him finally to protect his
job, tell the baoss, and that someone from IMC would
accompany his wife 1o Juvenile Court.

"The probation officer obtained the boy’s release
for Christmas and until January 20th when he would
go before the judge. The trainee had continued to
report to work, somewhat erratically, but still
hanging on to his job. | consulted with the Training
Director throughout this episcde, and asked to have
tie Assistant Training Oirector represent the trainee
and his wife in court.

"The Assistant Training Director and | went to
Juvenite Ccuit to support the trainee’s wife, who
doesn’t understand English too well. She was nervous
and uneasy but seemed relieved to have us there. The
presiding judge refused the probation officer’s
recommendation. He assigned a public defender to
the case and set the court date for two weeks hence.

He cid not recemmand prebation for the boy's “cwn
protection.’ We questioned the prcbation officer
about this and he expiained that some of the parents
in the school the boy attended were angry and
blaming him for bringing marijuana and drugs on
campus. He said that the boy would be kept .n
Juvenile Hall ang taken to Sacramento for testing.
The boy’s mother wanted to knaw if they could visit
him at Juvenile Hatl and the probation officer s«id
‘Certainly you can.’

"While we were in Martinez, we distributed Icaflets
{rom IMGC at th2 Probation Department, City Clerks
Offive, Social Services, Civil Service and the Library.
We posted some on bulletin boar:!s as well. It was
pouring rain so we went 1o the 12th ficor cafeteria
for coffuee and returned to the Center. |t was two
hours well spent, | am sure — the trainee was at work
and kis wife felt suppcrt by having us there. On the
other hand, | plan tc talk further with the probaiion
officer because ! feel the . this boy is either a victim,
scpegoat or in deep emotional trouble. He is so
young, so handsome and so poor. How coulr® he be
buying nd selling — perhaps (ki narcotics men are
after bigger game. 'f 5o, it would ease the emotiona]l
stiain of it ese parents to understand ~hat is goingon.

N . »
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“An IMC first, perhaps a first for USR&D, may
have orcurred today, two weeks before graduation! A
second cycle trainee who four months aga wes placed
in a Speciality Co. as a management trainee, today
fired a third cycle trainee whom he had hired himself,
two weeks ago. The irony of it all! As IMC continues
to graduate and place trainces in jobs in the area, the
likelihood of this incident recurring may force us to
include firing precedures in our curriculum. In the
many role piay situations we hai e conducted, trainees
got immense pleasure out of being n the employers
position whern someore was fired. Since bcth these
trainees veere in my HRD group, | am curious to
know what constder “*ions each has given to his role
in this rea! situation. I intend to ¢ind out if | can, and
renort later, In the meantime, a carefui follow-up
may resolve the problem.”

* » Ll

"Mary X, was a member of my Basic Education
class, winter cycle. She is divorced and has two small
children. She attended class regularly and was very
determined to support her boys.

“Just before the cicle ended, she started working
as a waitress. She was not satisfied with this and
2np'ied for clerk-typist training and was accepted. So
she was working part-time .aights and attending
school days and everything seemed to Le gaing
smoothly,.

"Then, suddenly, she called panic stricken because
she was about to be arrested for a $45.00 traffic fine,
She haun’t had the mioney to pay so she didn’t go to
court.

“l discussed it with my Center Director and he
suggested that | accompary her to court. This ! did,
which relieved Mary. She was ¢r>taful for the moral
support.

"When she was called to the bench, | started up
with her. The Court Secretary suggested { waitin my
seat. So | sat back down. | cou'd hear the judge reaily
giving her a difticuit time. She stood there dejectedly

while he to'd her tha! she would tisve lu pay the
$45.00 or go to jail.

"1 thought how ridicutous it was. | had come to
try to help her and here | w.s simply sitting. So | got



“An IMC first, perhaps a first for USR&D, may
have occurred today, two weeks before graduation! A
.econd cycle trainee who four months ago was placed
in a Speciality Co. as a management trainee, today
fired a third cycle trainee whom he had hired himself,
two weeks ago. The irony of it all! As IMC continues
to graduate and place trainees in jobs in the area, the
liketihcod of this incident recurring may force us to
include firing srocedures in our curriculum. In the
many role play situations we have conducted, trainees
got immense pleasure out of being in the employers
position when someone was fired. Since both these
trainees were in my HRD group, | am curious to
know what considerations each has given to his role
in this real situation. | intend to #ind out if | can, and
report later. {n the meantime, a careful follow-up
may resolve the probtem.”

“Mary X. was a member of my Basic Education
class, winter cycle. She is divorced and has two small
chiidren. She attended class regularly and was very
determined to support her hoys.

“Just before the cicle ended, she started working
as a waitress. She was not satisfied with this and
applied for clerk-typist training and was accepted. 50
she was working part-time nights and attending
school days and everything seemed to be going
smoothly,

“Then, suddenly, shc called panic stricken beczuse
she was about 1o be arrested for a $45.00 traffic fine.
She hadn’t had the money to pay so she didn’t go to
court.

“{ discussed it with my Cente, Director and he
suggusted that | accompany her to court. This | did,
which relieved Mary. She was grateful for the tnoral
support.

"When she was called to the bench, t started up
with her. The Court Secretary suggested | wait in my
seat. So | sat back down. | couid hear the judge really
giving her a difficult time. She stood there dejectedly

while he told her that she would have to pay the
$45.00 or go to jail.

| thought how ridiculous it was. | had come to
. \:i"‘ hei and here | was simply sitting. So I got
ERIC
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up — explained to the lady that { was frem [ndustrial
Manpower, and that Mary had been my trainee. Than
| asked if | might speak to the judge. She grudgingly
told me to go ahead but that she didn‘t think «
vould do any good.

| approached the bench and introduced mysels
and where | wes from. He asked my name again and
then turned to Mary. He gave her a short lecture on
how she should have come in and explained how they
would have made arrangements to pay. Then he totd
her she would have to pay the original twelve dollars
plus four doltars for court costs. This tota! of sixteen
dollars was guite a change from the uriginal $45 00,

"Mary was beaming as she paid the fine anu was
free to go. | really feel that if | had not spoken up,
the outcome would have een entirely different.”

a - *

“Up until today, | was at a loss as to what tc do
with my morning class. There secrned to be a large
communication gap that was bothering the group as
much, if not more, than me.

“Joe X. informed me yesterday that he thought
the problem was coming to ‘a head.” This morning, |
asked the class if they had anything they would like
to say regarding their group and the way it was
handled. The discussion caused pain on both sides,
but it was decided that we are ab} going to put a
greater effort into class.

*'One of the trainees brought up the point tkat she
was here to be irained to do ajob and she was of the
opinion that she had no use for Basic Education.
During the discussion, the group brought out iie
point that one needs a basic education before he can
successfully be trained to his fullest capacity.

“| nave the class an employment test designed for
grammar school level, and pointed out that thev
would have to pass a test siniilar 1o this one if they
hoped to get a job. Additionally, | mentioned that to
pass this test they :nust have a basic educaticn.

"l have Let + wanting the trainees to ~peak their
minds for the Tost three weeks, but they didn’t sezm
to feel they ¢. -..J "a'< openly to me. Qui discussion
today, | am sure, will change both their aititudes and
mine, and will make it possible far all of us to get
more out of the classes.”

6
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The IMC’'s location in Ea<tern Contra Costa
County was the result of a long and involvea series of
reviews of potential sites, involving 10e emplioyment
service [in Sacramento, San Francisco and Pi‘tsburgi,
several community action agencies and the Bay Area
Management Council. : erhaps the decisive element in
determining the contractor’s recommendation of
Pittsburq , for the potential site was a meeting of
Pittsburg area industriatists in February, 1968, during
which unanimods suppert for the IMC concept was
exprested, and a strong endorsement of the Pittsburg
site was marle.

The industry representatives presant at that
meeting formed the core of the Industrial Advisory
Board, formzily created after the proposal had been
approved in Waeshington, ard it was toward the
companies represented 2i the mee \ng {and later
serving on the Board) that jater placement efforts
were, in la,ge measure, directed.

In retrospect, it mzay have been that the conrracty,
was overly optimistic in believirg that indurtria!
pleages of support could be turned into job
opportunities, pardcularly in light of the increasing
extent to which local irdustry’s automation efforts
was resulting in a reduction of new hires. But it is
important 1o rote that the heav, concentration of
established, la-ge-scale cornpanies on the Industriat
Advisory Board produced a credibility for the iMC
within the rest of the Contra Costa County business
community which probably could not have been
effectuated otherwise.

The presence of representatives of US Stee! and
DuPont, for instance, made for an acceptance of the
IMC program which could not have been possible in
their abserice, and, on balance, it seems likely that
their presence was extremely beneficial even though
few placements were made at the plants of the
participating major irdustries.

At the end of the program year, efforts weie under
way 1o broaden the base of the Industrial Advisory
Board in order to allow represeritation from
potentially large-scal= employers, particularly in the
service, retail and gnvernmental fields, where most of
the placement opporturities were found 10 exist.

In addition, the Tndustrial Advisory Board's role
was being slightly modiflied to provide better
commulnications linkages with the community, as

(o
~a
-t

X1 1HE ADVISCRY BOARD
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exernplified by t.e «.iditicn of the Antiocch Police
Chief and a repre< nt.utiv. 2f the local junior college.

In the first ye. the :iractor’s experie ce wac
that the indusiry linka' ~ vstablished through thz
Industrial Advisory 3. v. a5 €xtremely helpful, but
did not esiablist, as e o pay-off’” in pfacoments
as might have bee. expented.

As mentioned exrtier, creditility -- rreaning that
peop'e feel inat IMU knows what it is <iui1g, has a
worthwhile product — is important. Once the
credibility is established employors will be more
{ikely to make good oa job commitments,
community resaurccs witl Lecome more avaitzble, and
interested citizens will provide significant support.

Tne Center Indus'rial Board was oigainized by the
tiest few weeks of Cyclz |. Reprasented on the board
(serving voluntarily, on thei; own tirae) were the haad
of Pittsburg’s Soc al Services Oepartrent, the Chief of
Pclice of Pritsburg (ard later ol F.nticch), a
representative of the California State Ernployment
Service in Pittsburg, the principal of ‘he Pitisburg
Evening High School, the city manager of Articrh,
the heac’ »f the County Housing Authority (in Et
Peubtv), the Director of the Concesred Services
Froject {CAA) in Pittsburg. a representative of the
United Stee! Workess of Ainerica Local, and ten
parsonne!l marnagers, from Crown Zellerbach, DuPont,
Shell Chemical, Fioreooard, Union Carbide [Linde),
Dow, Continental Can, Shell Qil, US. Stee! Qil, U.S.
Steel and Kaiser Cypsum.

In retrospect, employers like the teleptune
company, the gas companies, oanks, federal
emplayers like Naval Weapons Station in Concord,
and the small business and the retail trades, should
have been included on the Board. Thkese are among
the moie important areas in which IMC has had to
seek for jobs — for open ended jobts with t:aining and
with futures. More contact with libor unions would
have been very helpful, and definitely mere than one
union representative would have helped relations
vetween IMC and unions fearful of what IMC might
do to the labor market.

The Advisory Boartd members were ysed as core
community contacts. They were kept up-to date, by
monthly meetings, of what was happening at the
Center. They were invited and persuaded 1o visit the
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exemplified by the add'tion of the Antioch Police
Chief and a represent~tive of the local junior college.

In the first \}eaf, the contractor’s experience was
that the industry linkage established through the
Industrial Advisory board was extremely helpful, but
did not establish as direct a ‘‘pay-off” in placements
as might have been expected.

As mentioned ezrlier, credibility — meaning that
pcople feel that IMC knows what it is doing, has a
worthwhile product — s important. Once the
credibility is established, employers will be more
likely to make gcod on job commitments,
community resources will become mere avaitable, and
interested citizens will provide significant suprort.

The Center Indusirial Board was organiz<d by the
first few weeks of Cycla 1. Represented on the beard
{serving volui.tarily, cn their own tirme) were the head
of Pittsburg"s Social Services [Jepartment, the Chief of
Police of Pittsburg {and iater of Antioch), 2
representative of the California State Employment
Service in Pittsburg, the principal of the Pittsburg
Evening High School, the city manager of Antioch,
the head of the County Housing Authority {in EJ
Peublo), the Director of the Concerted Services
Project {(CAA) in Pittsburg, a representative of the
United Steel Workers of Arsserica Local, and ten
persannetl managers, from Crown Zellerbach, OuPont,
Shell Chemical, Fibreboard, Union Carbide (Linde},
Dow, Continental Can, She!l Qil, U.S. Steel Oil, U.S.
Steel, and Kaiser Gypsum.

In retrospect, employers like the telephone
company, the gas companies, banks, federa!
employers like Naval Weapons Station in Concord,
and the small business and the retail trades, should
have been included on the Board. These are among
the more important areas in which IMC has had to
seek for jobs — for open ended jobs with trairing and
with futures. More contact with labc, unicns would
have been very helpful, and definitely more than one
union representative would have helped relations
Letween IMC and unions fearful of what IMC might
do to the labior market,

The Advisory Board members were used as core
community contacts. They were kept up-to-date, by
monthly meetings, of what was happening at the
Center. They were invited and persuaded to visit the

groups, to offer to the trainees what each could.
Personnel men did interviews, anJ helped the groups
to critique them The city manager helped explain
city gavernment, and discussed citizen participation.
Many attenced when other interesting visitors wure
present, suck as the ex addicts from the Mendocind
State Hospital

The Advisory Board was the IMC's interpreter to
the cornmunity — the reembors were generally
established and respected men from the comnunity,
and they could go out and exnplain to friends and
business associatzs what was happenirg behind the
walls of the IMC. They helped staff and trainee
awareness by conducting plant tours. This aided IMC
credidility with the trainees, foi they felt that IMC
must have suire kind of “in” to get this kind of
treatment. That one of the large oil comparies
piovided a bus 4t its own expense 1O transport
trainees to and eround their plant meant a lot to the
trainees. In Fact, to see these tnen arriving for
meetings made many trainees curious, and it heiped
IMC credibility with them to see admirnistrative staff
talking to potential employers. The close IMC
association with the police depaitments of Antioch
and Pittsburg also proved to be helpful in the'r
behalf.

After one bnard member participated in 2 HRD
sessicn at the center, he called to say how much he
had learned about IMC human resource development
methods, and about himseif, The following v-2ek was
the tour of his plant by bus. It was ohvious that he
had taken extra time and effort to try to acquaint ths
plant chemists and cther technical people of the need
for commuricating with the visiting trainees from
IMC, The cheniists had arranged fascinating
demonstrations, and tried very hard to answer Lrainee
questions operdy and honestly. In a plant where most
of what goes on does so in pipes, there was much to
see. 1t was the best plant tour IMC trainees had.

The interconnections started working: the
Board was impressed because they had learned
something about themselves. Due partly to this, and
to the contractor's suggestions about the necessity for
industrial supervisor training, sevaral Board members
are trying te convince their plant superintendents or
home offices to go ahead with some experimental
training run by the contractor.

S39)
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IMC ha; found that it is imperative for the public
agencies to be involved as rauch 3s possible.

First, they have considerable supportive services
available to the trainees, and t3 the staff.

Second, they wield a strong influence, since they
are regarded by th2 general public to be the experts in
the “people” field. If they indicate approval of the
Center, others witt foltow.

Third, they can be a large source for trainee
referrals, ang hetp in the counselling and placement.
This is not to suggest that IMC would forego its
financial and administrative independence, but it was
essential to receive help from the public agencies.

One of the services which IMC found it could offer
both the agencies and the citizens was (0 act as a
go-between among different offices, and between the
target population and the agency bureaucracy. Many
times IMC was able to facilitate a trainee receiving
services or benefits to which he was legally entitled,
or to help translate for a trzginee, or to inform one
agency of what anacther agency was doing with
relation to a trainee.

IMC relations with the Social Services {welfare)
agency have been excellent, and it may be profitahle
to discuss now that came about, as the model of what
IMC-public agency Yelations should and could be.

Much of the credit for the sucressful cooperation
between 1MC and the Social Services office should go
10 the director of that cffice ~ she grasped quickly
the goals of the program, and had a good
understanding of what !MC was trying to do.

Several days after IMC opened shop in Pittsburg, a
meeting was arranged with the Social Services
Department about 150 people. IMC staff explained
the program, including the staff training which was
nearing completion, and answered numerous
questions. There was a favorable response from the
social workers, and a strong interest devztoped in the
HRD f{acet of the program, and in the sensitivity
techniques used in staff training. Strong caseworker
interest led them 1o petition their director to institule
some experimental sensitivity training “ir them, so
that they could get rid of some of their cwn
perceived hang-ups and communicate better with one

70
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anothar, and with their clients. They wanted very
much to examine their feelings towards the people
they worked v/ith, especially in regards to the racism
discussed at length m the Kerner Commission Report.

Because the directar of social services was able to
arrange schedules, sensitivity for the full staff began
in a very short period of time, run by R&D’s chief
trainery who had also run the IMC staff training
scssicns. The results were rewarding both to the
director and to the caseworkers. This provided a
tremendous boost in credibility for the IMC, and its
tecliniques and personnel.

The Social Service Denartment meanwhile had
offered the services of four community aide trainees
to help in IMC recruitment; it turned aut all four of
these people enrotled in Cycle [: two graduated first
cycle; one of those who dropped out returned second
cycle, and graduated. The director was so pleased
with the attitude improvements in these aides that
she subsequently said she would °ncourage
newly recruited commuinity alde trainees to enroll.
She was impressed with the program, and said so.

The director of social services then began to
arrange meetings of IMC senior staff with social
servica departments from surrounding areas. Senior
stat{ learned from each sesston and developed more
effective ways of expfaining IMC techniques. It was
found that explanation of HRD and BE techniques
worked bestutilizing the videorecorder arg BE
equipment, and using membefs of the audiences as
participants. The goal was to explain precisely how
the Center operated, in ters of how the smali croups
were conducted, and how they functioned.

To this end, IMC demonstrators sought to involve
the listeners as much as possible. During these
mectings. the demenstrators tried to hit on relevant
points for the individuals involved — aititudes
towards their supervisors., Thus, these were not
mefely demonstrations of technique but also learning
experience for the listeners and participants.

The key here was the considerable amount of time
and effort spent displaying IMC wares, and imohing
the pcople in the displays. The goel was that no! only
would the participants learn something abou! IMC
and its procedures, but that also they would learn
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another, oud with their clients. Thay wanteg very
tnuch to exeémine their feelings tcwards the pcoplz
they worked with, especially in regards to the racism
discussed at fength in the Kerner Cominission Renort.

Because the diractor of socia! services was able to
arrange schedules, sensitivity for the full staff began
in a very short peviod of time, run by R&D’s chief
trainer; who had also run the IMC staff training
sessions. The results were rewarding both to the
director and tc ‘he caseworkers. This provided a
tremendous boost in credibility for thz IMC, and its
techniques and personnel.

The Social Service Department meanwhile had
offered the services of four community aide trainees
to heip in IMC recruitment; it turned out all four of
these people enrolled in Cycle |: two graduated first
cycle; one of those who dropped out r2turn” * ;econd
cycle, and graduated. The director was so pleased
with the attitude improvements in these aides that
tite subsequently said she would encourage
newly-recruited community aide trainees to enroll.
She was impressed with the program, and said so.

The director of social services then began to
arrange meetings of IMC senior staff with social
service dcpartments from surrounding areas. Senior
staff learned from each session and developed more
effective ways of explaining IMC techrigues. 1t was
found that explanation of HRD and BE techruques
worked best utilizing the videorecorder and 3E
equioment, and using membeis of the audiences as
participants. The goa! was to explain precisely how
the Center operated, in terms of ho - the small groups
v.ere conducted, and how they functioned.

To this end, !MC demonstraiors scught to involve
the listeners as much as possible During these
meetings, the demorstrators tried to hit on relevan.
points for the individuals involved ~ attitudes
towards their supeivisors. Thus, thes2 were not
merely demanstrations of technique but also fearring
experience for the listeners and paiticipants.

The key here was the considerable amoun. of time
and effort spent displaying IMC wares, and involving
the people in the displays. The goal was that not only
would the participants fearn something ahout IMC
and its procedures, but that also they woud learn

something about themselves, and cheir work.

Representatives of te Social Service Department
frequentiy came to the center, to bring visitors, or
rew employees. The director several times has
ciiscussed welfare regulaticns with IMCtrainersand has
encouraged center staff to pe informed on proced:res
so that IMC can do what it can to make sure an
individual is receiving what he is entitled to. Warm
personal relationships have ¢cccompanied the
respectfu! ;.. ~fassicnai one, and constan® reauests fur
professional assistance are asked and rececived bLeck
and forth.

Relations with wne California State Employment
Service have been excellent too. IMC tried to adjust
its schedules to fit the convenience of CSES
personnel who ted to be involved in certifying the
trainees. Often, the CSES peonle went out of their
way to do the work. IMC showed good faith by
supplying the manpower to prepare the Title Il
enrollment forms which the Employment Service had
originally agrerd to do but for which they found
themselves sho,™ handed.

Also, for the first time in their history, CSES
administered the Genera! Aptitude Test Battery
(GAT-B) outside the confines of their otfice. Teams
of CSES personne! came to the Center during each of
the three cycles to test the trainees. They also tra 1ed
ceveral IMC staff members to interpret the results,
and utilize same for job matching ard placement.

Early relationships were somewhat less auspicious
between the IMC and &n adult educalion program
being conducted by the local schocl system. The
I2tter's principal expressed concern because the IMC
trainees ieccived stipends, while his did not, and he
feared his enrollment would be depleted as trairees
switched to IMC.

A series of-conferences did nothing *c afleviate the
stipendi..g situatior, but did result in an invitation to
the princ.pai to join the IMC Industrial Advisory
Board.

Somewliat to staff's surprise, he accepted, and
later invited the IMC's training director to join Ais
advisory board. The latter invitation wes accepted
with alacrity and a potentially troublesome problem
was solved.
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IMC expanded its mandate during Tycles [l and 111
to eriroll inmates from the Sheriff's Rehabilitation
Center in nearby Claytan, California. The contractor
prlieves the relationship hetween IMC and the
Rehabilitation Centes will be important both in terms
of manpower problem-solving and anti-recidivism,
Tha enroilment of the ‘.ma‘es of the Sherift’s
Rehabilitation Center was h.aever ot without its
probiems.

At the first meeting betwenn IMC and
Rehabilitation Cente, staff, two problems, security
and formal approval, were frequently repeated:
should we deputize someone at {MC?; how w/iil you
querantee control?; "“"they bring in everythirg from
gir'y books to hard stuff”; the lieutenant will have to
take it up with the under sheriff who will take it up
with e sheriff; we will need the approval of the
Coul ty Board of Supervisors; “‘the Code doesn't
provide fo. this.”

The urder sheritf and the county adminisirator of
the Work-Furlough Program gave a writlen and oral
presentation before the County Board of Surearvisors
and the Board responded favorably, enaciirg an
“emergency ordinance.’’

A delaying deadlock between state officials who
did not have the authority to proviae incentive
payments tor prisoners, and Rel.abilitation Center
officials refusing to participate without tne paymecnts,
was resolved when the contracting officer authorized
the payments from the IMC budget,

With this roadblock removed, the training director
and ten IMC siaff members discussed the IMC
program with 75 inmates of the Rehabiiitation
Canter. At the end of the meeting, 67 men expressed
it tarest in e training and by the end of the day, 23
had been formally interviewed. On Sunday, six IMC
staff members went back to Clayton and the
remaining 34 men were intcrviewed.
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Of the 57 men interviewed, the IMC selected 34,
who were considered eligidle for training, scre nino
out known alcoholics aitd residents of other counties.
From this list of 34, security officer. of the
Rehabititation Center selected ien men who were
approved for training. (IMC was not informed of tie
basis of their selection.) Problems of securily were
again discussed and 3 new problem of transportation
was added to the now (ong fist of diftictiities.

It was decided that the Rehabilitation Center
would rely on IMC in matters of sctial control ard
that ary infraction of the rules would be reported
immediately to th= Rehabilitation Center's security
offizers. The County provided a truck and soived the
transportation groblem, IMC's training director
spelled out IMC and Rehabilitation rules in a2 meeting
with tha ten men selected and then explained to the
rejectees ;hat they would naot be eligible for this cycle
of training,

In Monday of the second weck of training, a
county truck arrived with ten ren, dressed in denims
and provided with lunches by the Rehabilitation
Center. They w~ere immediately integrated irito
classes, grouped as all other trainees by academic
achievement level. Classes continued as usual.
Zristina groups welcomed their new members ar.d the
Clayton residents, resesrveu at firs?, wete soon &s vocal
us everyone else.

The Rehabilitation Center restricted the men to
Center giounds anr' set the rules agains: use of the
telephon~ or any other contact with "'the outside.’
During the first week, there were a3 few minor
infractions, all easily handled by both group and
individual HRD sessions.

Subsequently, one man was returned to the
Rehabilitatiol, Center and refuscd further training (at
least for that cycle} at IMC. After breaking several
Rehab:litation Center regulations, he had passed a

’
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Of the 57 nien interviewed, the IMC selected 34,
10 were corsidered <ligible for training, screcning
t known alcoholics and resident: af ather countizs.
om this list of 34, security officers of the
thab'litation Ccnter seleclted ten men who werz
proved for training. (IMC was not informed of the
si~ of their selection.] Problems of security wore
ain discussed and a new problem of trensportation
15 added to the nov. long list of difficulties.

It was decided that the Rehabilitation Center
suld rety en 'MC in matters of social control a:d
at any infraction of the rules would be reported
imediately to the Rehabititation Center’s security
ficers. The County provided a truck and solved the
ansportation problem. INC's training director
elled out IMC and Rehabilitation rules in a meeting
th the ten men selecled and tien explaiiied to the
jectees that they would not be eligible for this cycle
training.

On Monday of the second week of training, a
yunty truck arrived with ten men, dressed in denims
vd provided with lunches by the Rehabilitstion
enter. They were immadiately integrated into
asses, grouped as all other trainees Jy academic
chievement level. Classes continued as wusual.
«isting grcups welcomed their new members and the
layton residents, reserved at first, were soon asyocal
s everyone else.

The Rehabilitation Center 1estric*ed the men to
wnter graunds and set the rules against use of the
elephone or any other contact with “'the outside.”
turing the First week, there were a few minor
1fractions, all easily handled by both group and
wdividuat HRD sessions.

Subsequently, one man was returned to the
tehabilitation Center and relfused further training (at
east for that cycle] at IMC. After b.eaking several
Iehahilitation Lenter regulations, he bad passed a
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note asking for “‘a $25 bag of stuff and a tube of
Wyamina ‘instead of lunch.” I8MC's report of this
incident to the Rehabilitation Center resulted in one
man’s expulsion from the ongoing program and a fot
1ess skepticism on the part of security  officers &t
the Rehabilitation Center.

Another man decided to drop out of the £ ogram
aftar two weeks of iraining, saying he “wouldi\'t be
able to learn anything.” Another whose sentence was
almost up said he wouldn’t continue training after his
relesse and so elected to di - out before release.

The remaining seven, especia!ly two non-reade:s,
were enthusiastic and nad been concerned that one
man’s infraction of rules might jeopardize their cwn
enrollinent.

The Clayton residents, however, were no different
front cther IMG trainees except that they had current
convictions rather tan past records.

Four Clayten resident; graduated from the s2eond
cycle, and five from the third. Of the four Cycle Il
graduates, one was working at the.time of most
recent follow-up as & $550-z-month salesman for a
tire company, one was a $4Q-aweek part-time
mechaniz; one had admitted himseif 1o Nepa State
Hospital for drug treatmeitt and was on a leave of
absence from a job; and one had le't the area, leaving
ro forwarding address.

Ot theCycle 171] graduates one joined the U.S.
Marine Corps; onc joincd a construction firm as a
heavy equipment operator at $5.15 an hour. one
joined a conttruction firm as a laborer at $169 a
week; and two left the Easi Cay area.

Whiile it is too early to evaluate IMC's effect on the
Clayton trainees, Center staff leel it is a good
experiment which broadens, without changing, tne
scope of *he total program.
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XVI ANALYSIS !

e one-year experience with an exciting new
Lruyfam reises as many questions as it cnswers. While
the techniquesof U S R and D is to answer questions
- in a pragrnatic, show-how-it-is-done fashion, reflecting
its managerent orientation, this does nat indicate
that the corporation shys away from the theoretical
analysis which is essential if those who design
programs are to duplicate this methodology.
In @ demonstration pragram, the snswer 10 a real
problem must be in terms of the moment; in short, a
practical soiution to a surfaced and visible problem.
Analysis comes tater, paralleling the methodology of
the physical sciences. Research conclusions therefore
as based gs much on reflective "hindsight”’ as they are
cn careful planning.
Fraom this inethodology comes recurving questions,
! somz as yet unanswered.

Docs the contractor, for example. nropose that his
mett .ds supercede CEP or perhaps N.AAB.? Is the
purpose of this report 1o argue that prewvocational
lor, indeed, all manpower} training ‘.2 assigned to
private contractors rather that government
nstitutions? And, does privale-sector cortracting of
! manpower programs guarantee ti.e Government any
k nd of special “access” to empluyer groups rot
§ enjoyed by governmental institutions themselves?

The answer 10 ezch questior has to be a yes-no.
Nane of the problems these questions suggest are
easily answered. There are, however, trends which
this contractor has nat hesitated to ennumecrate and
they form the basis from which the tentative
conclusions and suggestions were drawn.

Some of the conclusions are more definite than

-

R

& others.

§ As can be seen from other sections of this report,
¥ the IMC's ultimate role as a supportive-service
;1 delivery system was substantially greater then was
i envisioned at the time the original planning was done.
i tMC staffers assumed a helper role
£ vis-a-visenrollees in the 'atter’s dealings with meny
.E:‘._ different institutions — the courts, pclice, welfare,

\)5 the employment service, the schools and others.
ERIC
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It is the contractor’s contention that only a 2ew
entity in Pittsburg-Antioch, such as the IMC, could
perform this function, since fong-standing inter-and
intra-institutional relationships appeared, ir.
Pittsburg-Antioch as elsewhere, to have created an
inflexibility which in turn was responsible for the
amount of extra-curricular work done on enrollees’
behalf by the IMC staff.

it may be argued that creation of a new
instrumentality such as an IMC does not guerantee
that the new entity will be any more responsive than
the existing ones, and this is certainty true,

It must be borne in mind, however, that afl the

i supportive services undertaken by IMC staff had as
their basic motivation the creation of a situation in
which the enroliees could obtain and keep jobs — and
that the contractor was provides with an jncent’ve fee
based on the sudecess according to these two criteria.

Incentive contracts, then, are a key to the creation
of the support system.

The JOBS program contiins elements of this
incentive system, in a negative way: The greater the
effectiveness of the individual contractor’s support
sytein, the less the trainee turnover, and the greater
the chance that the contractor will recoup his full
entitlement for extraordinary training costs,

The CEP prime contracts make no provision for
incentive fees, and it is not known whether any

individual CEP subcontracts miake such provision.
This seems to be a point werth exploring.

it is clear that it incentive fees are to be part of
contracts or sub<cntracts for manpower programs,
these contracts will necessariiy involve thz private
sector, since only the private sector is in a position to
transtate incentive fees into profits.

This, then, is the contractor’s basis for contending
that private-sector firms be mare deeply involved in
pre-vocational training programs sponsored by the
‘“Cf-" government.
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Whether these same firms should be involved in
skill-training is another question, and one on which
the first year's IMC experience sheds little light.

The second year’s IMC contract makes provision
for in-plant skill training, ani resulis will be reported
as appropriate.

Ancther section of this report deals with the
question of the extent to which IMC eriroliees were
benefited by the contractor’s “access’” to the
Pittsburg-Antioch industrial community.

Briefly, the question cannat yet be cnswered. The
local industries were automated reducing
employment opportunities; several labor disputes
further depressed the labor market during the IMC’s
tirst year and the industrial community's
commitment to the program — as measured by
specific job promises — iwas not as strong as the
contractor and the IMC nrogram’s sponsor, the Bay
Area Manauement Council, had been led i0 believe.

HOW THE CONTRACTCOR RESPONDEL

IMC staff legwork led to a ditfesent kind of axcess
— to wholerale, retail and d'stributive firms, and
governmental employers — which resulted in the bulk
of placements for IMC graduates.
~ The contractor believes that the program’s
flexibitity was a vital element in creating the new
access when the predicted one proved disappointing,
ar.d that it is unlikely that pre-existing institutions
quickly adapted themsefves to what has been, in
effect, the development of a “nea market'” for the
placement of graduates. The same theory extends to
the opening of vther educational opinions,

The question of the repticability of the IMC has
been touched on several times in this report, and it is
the contractor’s telief that the center is, indeed,
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Whetter these seme firms should be involved in
Jll-training is another guestion, and one on which
e first year's IMC experience sheds little light.

The second vyear’'s IMC contract makes provisicn
ir in-plant skill treining, and results will be reported
a2ppropriate.

Another section of this report deals with the
restion of the extent to which IMC enrollees were
znefited by the contractor's “access’” to the
ttshurg-Antioch industriai community.

Briefly, the guestion cannot yet be answered. The
ycal industries were automated reducing
nployment opportunities; severa! labor disputes
rther depressad the labor market during the IMC’s
rst year and the industrial community’s
ymmitment to the program - as measured by
ecific job promises — was not as strony as the
ntractor and the IMC program’s sponscr, the Bay
rea Management Council, had been lad to believe.

HOW THE CONTRACTOR RESPONDED

IMC staff tegwork led to a different kind of access

to wnolesale, retail and distributive tirms, end
wernmental employers — which resulted in the bulk
‘ placements for IMC graduates.

The contractor believes that the program’s
axibility was a vital element in creating the new
«cess when the predicted one proved disappointing,
id that it is unlikely that pre-exisling institutions
sickly adapted themnselves to what has been, in
fect, the development of a “new market” for the
acement of graduates. The same theory extends to
e opening of othei educational opinions.

The question of the replicability of the IMC has
'en touched on several times in this report, and it is
e MM'CI""IS belief that the center is, ndeed,
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replicable elsewhere, perhaps as a new model ior
N A B, or CEP. Any orher future centers cou!d have
several elenients of commonehty with the IMC:

—-The basic educational materials, including both
books and hardware.
—The Human Resources Development curricuium
and the training/sensitizing of group leaders which
precedes its implementation.
—The administrative configurations, including
reporting systerns, payroll, participant follow-
through procedures, etc.
—The staff recruiting system, which draws from
several nontraditional sources, most ng.ably
retirned Peace Corps volunteers, which mixes
seasoned personnel with pcomising naw-comers.
—The quick-reaction timetable, which makes for
quick start-up of center operations tin fect, new
centers i the future might make a bettar record
on this score than the IMC, which experienced
site-location delays not intrinsic to the center
concept).

—The Industrial Advisory Board format, modified

as need be to include major employers in trade and

distribution as well as industry.

Other th3n these elements, there is one other -
staff cohesion and spirit ~ which canrot be lully
predicted in advance. As this report indicates, the
center’s success was built on the hard work and long
hours of the staff, and the willingness of staffers to
work those hours was predicated on high morale and
mutual confidence — what might be called “good
personal chemistry."

The assembly of such a cohesive statf requires
broad recruiting resources, good personal judgment,
adenuate compensatinn for initiative, and a bit of
fuck. While the first three elements are replicable,
horseplayers and government contractors recognize
that the last is not.
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IN THE BUNDING &
CONSTRUCTION TALO(K

Many of the contractor’s operating experiences
have served as the basis fur the proposal for the
second year's Center operation, which the
Department of Labor has approved. Major
mod-fications during ‘he second year will be 1o try to
increase the snplant delivery of basic education and
attitudinal training and an increased emphasis on the
attitudinal management training for firsttine
management in area plants. The contractor’s other
recommendations. drawn from the fiest year’s
operating experience, fall into the following
cateqoring:

1. Location. The Center’s location in Anticch has
Leen ideal in one sease and less than idval in anothor,
The Pittshutg Antioch area hos the snma'lest amount
of social-service delivery in Contra Costa County, andd
the need for such detivery systens undoubtediy
speeded community ucceptarce of the Center. Futare

—/'i'

XVII RECOMMENDATIONS .

contractors, and the Manpower Administration
would De well advised to seek similarly
under-programmed areas in the future in order to
ensure early progran viability. On the other hand, the
Pittshurg-Antioch area ndustiizl joh market |
relatively static, as 1s explained earlier, ard a futun
contracior would be well advised to structurce the job.
develapment/blacement effort 1o tuke full advinten
ol ron-industrial job oppotturities  As topottec
earlier, industy eathusiasm for the Pittshurg Antiocdh
Center did not necessarily translate itself inta speci
jub opportunites, for a variety of reascns, and the
Center was not as flexily'e gs it mignt have bheen in v
early days in seeking new retationships vt
enplayers wwho wvete hirtng. The contisctor Lelisve
this srtugbion may ohianon othar “whban fringe’
areas
2. Stiprods for Tramees. As the carlicr e .1 moks
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contractors, and the Manpower Administration,
would be well advised to seek similarly
under-programmed areas in the future in order to
ensure early program viabihity. On the other hand, the
Pittsburg-Antioch area industrial job market is
relatively static, as is explained eartier, and a future
contractor wouid be well advised to structure the job
developmentiplacemient effort to take full advantage
of non-industrial job opportunities. As reported
eatlier, industry enthusiasm for the Pittsburg Antioch
Center did not necessarily transiate itself into specific
job oppottunities, for a variety of reasons, and the
Center was not as flexible as it might have been in the
early days 1n sceking new relationships with
enployers who were hiing. The contractor belicves
this situation may obtan in other urhan feinge”
argqas

©  dsfor Tramces As the corlier text makes
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clear, the MDTA stipend procecure requires some
“de budding”before it can be eidective in a center
such as the Pittsburg-Antioch venture. Time:lags
between enrolftnient and tainee receipt of initiat
checks are wvkward, both in terms of absolute
economic newd and in terms of aedibibity. The
contractor believes the solution is a tevolving fund,
but not — as in a current midisest project - one
vehich requires incoming enrollecs to sign a
power-of-attorney, since an incoming enrollee,
requites a period of time to gain confidence in a
center, and an immediate requirement that sucti a
power of atiorney be signed is not calculated to instill
his confidence. A large project such as
Pittshurg Antioch, operated by 2 pational contractor,
offers selt-finincing posabihities for allowances which
may not be avalable i ather manpowv.er programs.
The foct that the allowance preb'em was sohed ot

1
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Pittsh nig-Antioch wway ieoan argument in favor of
contractors with gmple copital reserves, rather than
smulles fiems, When o poogramy such as this s
mounted by o public agency, ol course,
adminittrative reguelat.ons often prevent sedf financing
of the varly stapend out ays - and, mote often than
nat  preclude thery olwogether The answe: hare, of
cowse, is greater flexitility, The contractor bolievus
dlso that any cew stipiad requlations should deal
vith the problems of @molimenc of Center trainees
from the C ayton Rehabilitouony Canto

3. Transpoatation. The  Pittshurg Antioch Center
experienced trainee G anspo tation thfficultiec wd a
cubstintial wnownt of staff time was devoted 1o the
creation of tramee cwpools and to the operation of
pick up and drop oft trensportation services. This
activity was ocooswred by a lack of adequate public
transportetion. bt most be remembeted that
Cualifornians are a uniguely mobile gioup, el
thfficult=s cncountered in the imnlementat on of this
contract probably will be even more substantial aral
costly 11 analogous progran s elsewhere in the
countty,

4. Job Devilopment, Tne contractor was wble to
crecte a sadsfastory retutionship with local maustry
personnel otficers, both through a regularized system
of jub pracement calls and through involvement of
the personnci officials in Center activitien.. 1n the
latter category of dctwities was the “ruleplay”
traming at the Center, v which personnel officers
"played themselves” in simultod job interviews with
trainces, altec which the ro's were reveised o . the
purscnnel officurs had @ chance 1o observe - and
cnpathize with - “the view from the other side of
the desk " {1t sho sl be pointed out, however, that
the activ-ties were placement activities and did not
enter ata the targes erea cf job development, in the
sense of prefferred manogement assistace leading to
reatignment ol fupcticoa assignments within a plant,
and thusthe creation of now jobs,

b, Trainee Suppoirt The expeviencn of most tecent
Tanpower progeans hes beon that tranee saca!
services suppot® prope by porformed are a costly and
T consuiming activity, involing co 1 appeatances
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and other onnoessionrs o1 beholf of trainees. Tae
Industrial Meopo o o Qenter's experience s no
sxceptior o this Frading. Cantractor’s staff
time-kegy ey o eda - mrade no provision for a
break-out of w10t riw devotee 1o sach supiaort, but
contractor nowy eainnat2s that the furciion required
abcut haif of o'l administrative costs, or about 17 poes
cent of the total pergraduate cost, or roughly
$212/par graduate. The advontayes of th s effort were
substant al, in humanr terms, in trainee retention rates,
and in gommunity aceeptance of the center concepts.

6. Linkages and Interagency Relations. The
estalyishment of a now insttut on in any cummun by
is o delicate and sophisticated activity, requiring as it
does a finesse in dealng with other pre existing
institutions as well as groaps of individuals who feel
that their interests have not been served by 1hose
institutions in the past. A recitation of speafic
sg'utions to various interacency-relaiions probliems
would require more space than is approgiiate for this
volume, but in general it can be said that considerabfe
managerial and community-relations acumen are
required andt should be a pue-requisite for programs of
this nature,

7. Caicer Ladders far Center Staft 1o theory, il
should be emnently feasble for trainees, hiving
absorbed o feeling for group process and education
during their own training, to mowe upon gradadtion
into entry level training slots on the center staff, i
this happenad in one case. The redson it did not
happen more often is that shifting status from a
tiainee to a traner exposes an individueal ta many
poecgroup pressures, some of which are not vt
clearly uaderstood. A secondary reason s that more
participation in group processes does not necessatily
give an individual mdepth insignts into g oop
dynamics; only the most alerl ard thoughtful trainees
gain an appiecietion of group leadership through
group participation. Pee, pressures also seem to
inhibit trainces from making he jump to bas:o
education monitors, or gurdes bt anather equally
impartant element seems to be lack of canfidencen
maeastering the carmiculum enough o trach, The
contactars effarts towad eapoondingg coreo Tudder
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possibititics s cont nuing in the Center’s second year.

8. Staft Hiring from the Area. This original goal is,
of course, somewhat different from the career-ladder
concept, since it was the contrastor’s intent, in the
first instance, tn hire management staff from the local
o1 neachy communilics 10 take the nlaces of staffers
“imiported”” from the contractor’s curporate
hezdquarters, An earlier section of this report
irdicalzs that the effortwas less than fully successfui,
aue largely to site select on delays which in turre
delayed progranmy ‘mplementation, which in turn
requited the cotiraed use of secsoned staff from the
corporate hesdquarters. The site-selection difficulty,
hovrever, does rot soeclude a canclusion that
potentuat statfing resources in an “urban fringe” area
dar? anclined 1o be spmse, simce the most @hle
aclmnistrators - and the snost sens tive trainets —
ghescy hove felt the call of the cites, and are no
longer availlable, their interests and idechsm having
beca diavwir by the rotion o “cities in crisis’™ whife
theair incomes are being improved by urban pay-scales.
The contractor also felt the year-hy-year funding
status of the IMC progrem was an impediment to
long-term reciu tment since many  able potentiat
stuffers weore deterizd by the ract that the IMC
program was, and is, experimentat and offecs payrob
longevity assurances only on the 'iisis of the
contracter’s corporate needs which need not coincide
with ey intent ta comam ocated m the Sin
Franciseo Bay aiea

9. Basic Education and HREC. 1t 1s becong
readily dpparent thet the astropemicar jumps m
cdircational attiinment ae 0ot sotely due 1o e
meternds themseives, o 1o the method movhir b they
ire taught.,

Sonme of the succesy imust be att duted, of course
1o this fector, and to the fact th it tainees feel th o
they vl not be abandoned aftee the ten voeck session
is ended. The total rerponsibility, fron rectuniting, to
post-placement backstopping  contebutes to e
decite to len

This cuntigitor belivves, bovever, that the mogt
sigroficont Jactor in tep d tearrimg s the incusion of
the HRO component, the openinyg up of the b iman
being, the avakenirg of not orly desise, but of a
sense of secemphishmient

The groctest vl o anpleymant and Teatring s

ol

the self image the trainee carries on his shod!
has accepted society’s def miton of hip
regards fiustration and fatlure, disappoint
dis Husicnmeat as his life cycle. The HRD
snaps him cut of this framework. This ¢
feeis it is & vital component to prev.
programs and well vworth the long hours °t tak

10. Continuing the IMC, If the IMC |
performing a valuable community service
thinking goes, indications should be forthee
desire by local interests, public and/or pi
catry on the center’s activilier at tie en
experimental period.

The contracior believes that this intense |
alrcady being expressed and that during th
year it will reach abiaormal peaks. The supp:
IMC s there and it is broadly based ranging 1
leaders of the socalled “Establishment’
bypassed ghetto residents. It ranges from ju
police chicts to prisonets and ex-prisoners.

But, as 1s usual in many resew
demonstration projects, the continuity of
successitl idea is as difficu t a process as ac
progrem’s stated goals,

At the hewrt of the matter s the Tact
manpewer e s slrecdy divided Detween
institutions, each with 1ts comarnents o
often than not, already cancorncd about th -
oney 10 mManege 1ts own operations,

1T i5 naive to expect cost oriented local »
to pick up the entite cast of an INC operat
most inaustry can be expected tn do s to
formedy disabvantagsd, pat thomon a carcer
an cqual awvith those who they huave e
hired, sensitize manageiment 1o piow
undurstarding aor< and persocael enviton-
this rew employee, 2 o poy for skl e,
upgrading  In some nstances, with 1,
cornoralions, scme eventusl centribidion
evpected for successful nves, posbaag oo the
vohoat it ks thgeciunt ¢ stebre employee

It most also be  eovemberen that it
fringe wreas. the plants frequentty are ot the
Ny norparate reporting prosess gl yhe goe
of ane ganwe s nnt Y rec the boat T F

those vvho o re unfunilizr vweth the industo
il 1o oedit the couremm (t tukes for a to
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the self image the trainee ca'nas on his shoulders. He
has accepedl socicty’s definition of himse!f. He
regards frustraticn and failure, disappoirtment and
disillusionment as his | fe cycle. The HRD segment
snaps him oat of his framework. This contractor
feels it s a vital component toc pre-vocationa!
progian - nd wellworth the leng hours it takes.

10. "untinuing the IMC. If the IMC is indeed
perfurming a vatuzl:le community service, so the
thinking goes, indicatiuns should be forthcomingof a
desire by local interests, public and/or private, to
carry on the cenler's activities at the end of the
experimental period.

The contractor beleves that this intense interest is
alieally being expressed and that during the second
yeer (U will reach abnormal peaks. The support cf the
INIC is there and it s broadly based ranging from the
leaders cf the socalled “Establishmert’ to the
bypassed ghetto residents. It ranges from judges and
police chiefs to prisoners and ex-prisorers

But, as is usual in many research and
demonstration projects, the continuity of funding a
successful idea is as difficult a process as achieving a
fnro pam’s stated goals,

Al the heart of the matter is the fact that 1he
n anpower pie is already divided between existing
institutions, each with its committments and, mare
often than not, already concerned ahout the lack of
money 1o Mmanage its own operat ons.

1t is naive 10 expect cost nriented lacal industries
to pick up the entire cost of an 1MC opuration. The
miost industry can be expecied 1o do is 10 hire the
formetly disadvantuged, put thun on a career frack as
an equal with thuse 'vho they have traditionally
hired, sensitize manggement to provid.ng an
understending vrork and personnct environment for
this neww employee, and to pay for skill training or
upoerading. In some instances, with the larger
corporatiors, some eventual contribution can be
expe ted for sucecessful hires, perhaps on the level of
vhat it tekes 1o reciuit a stable employee.

[t muost alse be remembered thet in the urhan
fringe areas, the plants frequently @-e at the end of a
long cnrpatate r('porlinq process and the gencral rule
of the game is not "o vock (he boat.” Frequent'y
those who are nofanul o oawith the industrii | world

0 to credit the courage it takes for a tocal plant

MC
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manager, Or lower corporate executive, to venture
into new or controversia’ areas. If all goes well, he
benefits; but if sometking fals, if the new employee
causes corporate prablems or unfavorable nublicity, it
is the local manage, who pays the full penalty. The
carporate reviewing process is heaviiy oriented 1o
provide rewards for stability or reduced costs. The
manager who understands these evaluation techniques
has a prior committment which often requires social
commitiment to take a back seat. If this one fesson
were understood by government officials dealing at
this tevel, it wouid ;e @ major contribution to the
soiution of the problem.

Where, then, can the money be obtained to
contirue successful programs?

There would seem to be three contemporary
possibilities.

The first is to alter existing programs with further
tests. For exampie, the program of the National
Alliance of Businessmen could he altered to provide a
national test of this heavy prevocaticmal emphasis
before entry 1to a MA program. If that national test
is successful by N.AB. standairds and needs then it
might result in an administrative adjustment of
regulations.

The second is to seach through the catalogue of
existing manpower operations for the funding
necessary 1o contirde the program. This will require
help at hoth the Washington and Sacramento level. it
may also require inter-agency cooperaton and
adjustment of existing procedures or allocations

The third is 1o suggest lemslative change so that a
program of this nature can become national policy.

The most pragmatic and avmediate solutions e m
points one and two ahove, ULinder the N A B. the flow
of money to industry cén be altered most easily
Under point two, not only ctan traditional maney
sources be tapped, but with the help of \Wash ngton
administrators, existing manpawvier concepts might be
a'tered for inclusion of a progranm of this nature
(CEP, for example).

It is nat the contention of this contrantor 1 at
traditiona! programs be sarappxd, but meiely that &
revy concept be made available through tradittonal
fund ng sources as an alternative which might hove
ei her wicgespread or imided @épplication depe 3 on
the needs of the tucal cormunity.

81



O

ERIC

Aruitoxt provided by Eic:

e s e

= e

XVIII STATISTICAL SUMMARY OF RESULTS

The following statistical recordt is the Ceiter’s score
sheet and details the follnving:

.. «cosi figures for the progrim’s fu wtional categories
{recrumitment, community retadens, Basic Cducéation
ard HRAD ‘raining, job development, etc.)

.. .the number of enrollees, graduates and dropolts

.. .the numhess and percentages of 1hose placed and
b. 1ing jobs

. job placement by industry nccupaticr. and warje
ievel

. .the aumber of preemptoyed graduates v ho
achieved some upgrading

.. ~ducational improvement as a result of training

o

INDEX OF TABLES

Cost Analysss Summary . ... ..., ...
Total ard Per Student Phase | Costs
Start-Up Period ... ......... ... .
Cyclel . ..., ... . .......... ..
Cyclell ... ... ... ... .. ..
Cycle 11
Cyc'e "V RBecruitine ... ...

Satary Bieavdowns — May Jaly 1068 ..
August ober 1968 ... ...
Mover, - 1368 taavary 1969 . ..

' Prit 1968 ...
Enrclecs, Grat . tes anel Dropeuts
Graduates .. .. R
Gratnate ™« Histor« .
Job Fiacr. . Lo
Numberoo. - oo s
Placement Deta. . . e
Joli Retention . ... . ...... .. ..
Joblosses ... ... L
Upgrrding oo B
Job Placementhy Industiy .. ... ...,
Joh Macenent by Occupation ...
Job Piacement by Wanes X
Ed.icational la provement . ... ... ..
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Cost Analysis Summary ... ... . ... ... |
Total and Per Student Phase | Costs .. ....... 1l
Start-Up Period . ........................1M
Cyclel ... ... v
Cycle b .. .. \%
Cycledll ... ... ... ... ..............Vl
Cycle IV Recruiting .....................Vl

Salary Breakdowns — May-July 1968 .. ... ... Vill
August-October 1968 .. .. ....... ... .... X
November 1968-January 1969 ... . .. ... .. .. X
February April 1969 ... o o oL X1

Enrollees, Graduates and Dropouts XX

Graduad®es . ... .. e XV

Graduate Work Mistory . ......... ... ..... XV

Job Tracement ... ... ... . XVI

Number of Joby Placenonts XY

Placcment Detarls ... ... ..............XVIII

Job Retention. . ..... e XIX XX

JobLosses ... XXl

Upjgrading ... .o C XXH XX

Job Placemient by Industry XXV

Jub Placement by Occupation L. XXV

Job Placen: nthy Wages ... .. ... .. XXV XXIX
c"””\‘:\;""ﬂ tmprovement.,. . XXX XXX
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COST ANLLYSIS SUMMARY
The following cost analysis has been compiled by
breaking down the actual costs into the following
time petiods:
May, June & July 1963
Site Selection Staffing and Organization
Cycle | Recruiting

August, Septembuor & Qcicher 1968

Cycle I classes ana .
Cycle Il Recruiting

allow-up

Movember, December 1968, January 1969

Cycle I classes and Follow up
Cycle 11 Recruiting

ebiuary, March & April 1969

Cycle 111 classes and Foliow up
Cyc'2 IV Recruiting

The salary portion of the cost ai alysis has been
computed by obtaining the percentage of time spent
tn the various cateyoties by all personnel and
combining same to reach the tota! costs.

The individual cust per student includes the cost
of Recruiting, Community Relstions, Adiminstration,
Basic Educat’on and HRD Tiaining, Job Development
and Foflow up.
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SALARY BREAKDOWN — AUGUST, SEPTEMBER,

O

-~ v =

ERIC'

Aruitoxt provided by Eic:

Recruiting

Supervision
Applications
Door to door
Atcenter
By phone
Tata! Applications

Follow Llp
Phone check appoint-
men’
Interviews at conter
Interviews in field
Total Follow-up
Testing and preparation
for ¢classes
Test given
Grading tests
Written reports
Set up medica ap-
pointments
Tctal testing and Clgss
Prep
TOTAL SALARY BREAKDOWN
CYCLE | RECRUITINC

General Adniinistration

Supervision

Check attendance

Interviewing

KBK

Typing

Stipends

Bookkeeping

Janitor

Calls to Absent members bomes
Total Adminictration Costs

- -~
> -
.~

-

{

COST PER
GRADUATE
Direct Class Room C
2i54.67 17.52
Suparvisor touns
2101.08 17.C° Training staff an:
913.18 7.42 Material evatuati
146.13 1.19 rew materi.-
3160.40 2.69 Cilassroom time
Artend training r
Testing
Grading tests
276.13 225 Work out subjec
583.63 474 groups
53363 4.794 Report days pro
1443.39 11.73 Totat Direct
: Gruduate Follow up
1232.58 10.02
145.67 1.18 Job Devetopmer
146.14 1.19 Gradirate Folloy
Total Job O
65.13 53 Fol'owup |
TOTAL DIREC
1539.52 12 92
Community Relatior
834798 67.86
2408.40 1958
9000 73
666.62 542
167.54 128
2482 21 20.18
1000 00 813
736.74 599
830 85 6.76
343.28 273
871564 7068



TABLE IX

SALARY BREAKDOWN — AUGUST, SEPTEMBER, OCTOBER 1968

COST PER
GRADUATE
Direct Class Hoom Costs
2154.67 17.52
Supervisor counseiting 44753 3.64
210108 17.08 Training staff and trainees 322828 26.25
91319 7.42 Material evaluation and writing
146.13 1.19 new material 3701.25 30.09
3160.40 25.69 Classroom time — Staff 9332.90 75.88
Attend training meetings — Staff 1868.12 15,19
Testing 447.54 3.63
Gradinj tests 447.54 3.63
27513 2.25 Work out subject matter for 243273 19.78
58362 4.74 groups
583 .63 4.74 Report days progress 1219.79 992
144339 11.73 Total Direct Class Room Costs 23125693 188.01
Graduate Follow-up  (Unable tc get detail on this period)
1232.58 10 02
14567 1.18 Joh Development and placement 215677 17.54
146.14 i.19 Graduate Fallow-up 5004 .97 40.69
Tota! Job Developmer t and
65.13 53 Fellow-up 7161.74 58.23
TOTAL BIRECT CLASS ROOM COSTS 3900307 31710
1589 .52 12.92
Comniunity Relztions 4671.20 37.98

8347.98 67 .86

2408.40 19.58
96.0u 3
6066.62 5.42
157.54 1.28
2482 21 20.18
100C 00 8.13
736.74 599
83085 6.76
34328 2.79
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Totals
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TABLE XXII

UPGRADING

No. of Graduates No. of Graduates No. of Graduates
Employed Prior to Upgraded in Salary Changing to Better
Training or Position Jolbs

23 4 10

24 2 7

21 2 5

68 8 22

115

No. of Graduates
in Same Job With
No Upgrading

14

38

Total Upgraded

No.

14

30

%

61%

37.5%

33.3%

44%

Total No Char

No.

15

14

38

%

39%

62.5'

66.6

56%



ot'058s

OY 8SL
0006
00'0L
G0'66
0099

00291
00'00Ls

oL

GC'8BLS

SE'E0L
08'8LL
0095
09201
0009

00'8S1L

00'LL1$

waol4

I 31940

09°190°iS

OR'61LL
0089

00L2!
08'9Z.
00°001
ooovi
oz'LetL

oo'vvt
08'80LS

oL

ZL20Cs

ozeLy
0009
0¢'szL
0099
0009
Ccooc!L
oveeL

[ASReTAS
00'66 S

woug
1 3pAY

SauRieg Apjaam

S0'v09°ts

ooLet
0c'L0l
08'9tt
09'LCL
00'0v!L
0086

SZ'9ZL
o0'8Lt
06'¢6

0C't6

00'8LL
0G o6
00°66
05t vIS

oL

S1iY13a ONIQvdDdn

HIXX 378vL

06'26£LS

08'vEL
000L
00zt
0z'6oL
ogoLt
oozLt
598
08'6L:
0008
000§

6ég'eot
08'98
0898
LLOELS

EO;&
1 aPAn

116

buwiea By
sfiuwuaey (ejog

Suluiry | 8104ag
sbutuseg eio)

sqor pabuey)

papeibon

bututesy oy
10lid poAcdwy]
S0IEAPRLD 1oy

Aruitoxt provided by Eic:

ER]



%ol
%E

o
0

%Y
201

v
/0

%062
%81
%0Z

%be

%EE
%s0&

(y3gnnn)

SLNIW3IOVId 80r SINIWIDVYId 80OF

IINIVYL IvLOL

v o o

~ W =N <

(@]
[se}

~ O~

[+74
ve
9¢

(g38wnn)

I3NIVHL IVL0L

—

N &

ERA-4EE]

AHLSNANI A9 IN3IWIOVId 8or

(]

M~

(074
01
€z

Lt
9t
[44

IV NVYDIH3IWY  JLIHM
NYOIXIW

AIXX 378vL

o

o —

-

— O nw -
—

™ —

o0~

o]

w W

<

NOv8

Lt
il

Lt
Lt

Lt
Lt

Lt
8

[
L1

Lt
tt

Lt
Lt

Lt
[

MOy L™ :mCOO
12eNU0Y

UAWUIAACT)

$31AIBG

9IRS Py
‘dourinsu|
"AdUrUL4

apRLy 1PaY
2IPSDIOYM

SN
Mg pue
wonepodsues j

spoon
a|geang-ugN
?:.Eua_::vS_

SO0 yqeing
buninoeynuepy

3I0AD  AYLSNANI

O

1™

—4

Aruitoxt provided by Eic:

E



%61
b
%6L

oLy
%lS
%6E

%Ll
%81
%zl

%
%l
%E
%S1

%1
%Ll

%L

%S
%E

%l

(IDVINIDHIJ)
LN3WN3IDVd 90r
33NIVHL TV10L

91

LE

ce
LE
6v

(44
€L
St

— N

(4IGWNN)
LINIW3DV1d 807
JINIVHLIVLIOL

S L £

L 4 v
L oc 9

£ 9€ 6
4 ce i

14 v vl
8 vi L

14 6 -

4 £l v

_ 1 -

- { —

L -

— z -

Lt L <

) - _

9 14 L

¢ _

£ : -

_ z -

IIvNI4d 3TV VW

NOILYdNID0 A8 LN3W3OVd 80r
AXX 378VL

™

€L
9l
el

N~

Y —

4}
i
[44

[FelRlo}

— - .-

<!

Lt
Lt
1 SIANIONL Wi 4

LLL
43
L SI0MI0M D21AIRS

tit
Lt s12i0qe
! wie 4 uoN
tit -
t -
! SaANRIBAQD -
Lt ucwI04 pue
it urwsyesd
! wenon angg
Lt
L

i 930 SBIeS

Ll
Lt S4I440fA
1 [IVE T
Ltt 4401311d0Jd
[ pue sie0
L ‘siabeuriy
Lt 1BHMUYII ]
|| Pur IpUOIsSajold
L PHaD 31U

F10AD NOILVYdNID0




%L
%E

%!l

%l
%

%6
%Z

%2
%2
%Ll

%ZZ
%92
%81

%01
vl
%Y

%L
%t
%8

%E
%8

o7
<

%0E
%zl
%9¢E

%l
%E

("OYLINIDUIA)
SINIWIOVTd 8ar
33NIVHL Tviul

ot
Ll

¥4

81
6l
[44

n W N

SZ

Sy

{43awWNN)
SINIWIOVd 8Or
J3NIVHLIVLIOL

- 9 - S l
— v - - 4
— _. —_ _. -
- 1 - - 1
— l - L -
- S zZ £ -
- L zZ Tz ¢
- € - Lz
S S L v s
9 it i1 8 8
v it 9 9 &6
t it ¥ G 6
£ 9l €. (L 6
t 1z S § Zl
t L zZ zZ v
- ot 1 9 ¢
t v z z ot
- 9 (S A
- £ -z t
v 9 € £ v
t l -
£ £ (S T
z £ - v 1

£l zL zZ 0L £l
v S v v 1
9l 6z 8 8L 6l
S £ Z £ ¢
- £ - z t
ERVILEE YW YN m 8

S3IDVYM A8 LN3W3DOVd gor
IAXX 378vL

Lt
91

(993

Lt
43

Lt
91

Lt

(993
[§8

Lt
91

3T2AD

44/00°vS
1880

14/00'Y
01 9/.'Es

y/sL'e
0l 1GES

J4/05't
7 92'ES

14/S2°¢
0 L0'ES

W/00°¢
019,28

w/GLe
0115°Z8

J4/0S°¢
019z'zs

/ST
0110°2S

4/00°2
0169°LS

Y/59°1S
Japun

AdvYV!

RS):







TABLE XXVii
JOB PLACEMENT BY WAGES

CYCLE !}

Anglo

:] Mexican-American

$2.26 §2.51 $2.76 $3.01 $3.26 $3.51 $3.76 Over
$2.50 $2.75 $3.00 $3.25 $3.50 $3.7% $4.00 $4.0
O
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TABLE XXVIiI

JoB PLACEMENT BY WAGES

CYCLE It




TABLE XXVIIi

JOB PLACEMENT BY WAGES

CYCLE Il

:] Mexican-American

$3.76 Over

$2.26 $§2.61 $2.76 $3.01 $3.26
$4.00 $4.00

$2.50 §2.75 $3.00 $:25 $350
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TABLE XXIX

JOB PLACEMENT BY WAGES

CYCLE HI

i

H

:

! Under $1.65
: $1.65 $2.00
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TABLE XXIX
JOB PLACEMENT BY WAGES

CYCLE Il

\\\\ Black
4 Anglo

—
L_j Mexican-American

$3.76 Over
$4.00 $4.00




s TABLE XXX

EDUCATIONAL IMPROVEMENT (1)

CYCLE | CYCLE I

NO. GRADUATES

IMPROVING Verbal Numeric Verbal Numeric
LESS THAN 1 GRADE LEVEL 35 23 41 28
1-1.9 GRADE LEVELS 28 25 36 36
2-2.9 GRADE LEVELS 8 20 7 17
3-39 GRADE LEVELS 3 33 3 6
449 GRADE LEVELS 0 2 2 1

5 AND OVER 0 1 0 1

NOT TESTED 49 49 32 32

(1) Stanford .~chievement Tests, Intermediate {1, Partial
Battery. Forms W, X and Y.

o
ik

:
'

N



EDUCATIONAL IMPROVEMENT (1)

o

TABLE

CYCLE 11

Verbal
41

36

ERIC

Aruitex: provided by Eric

XXX

Numeric

23

32

CYCLE t1
Verbal

38

29

21

27

Numeric

29

22

27

12

=1

ALL CYCLES
Verhal Numeric
cy
114 80
a3 83
36 52
7 19
2 6
0 2
103 108
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STANFORD
ACHIEVEMENT TEST (1)

WORD MEANING
WORD MEANING

PASAGRAPH
MEANING

ARITHMETIC
COMPUTATION

ARITHMETIC
APPLICATIONS

AVERAGE ALL
SCCRES

6.8

6.2

56

6.7

6.3

6.9

6.6

58

73

6.7

CYCLE 2 CYCLE3

6.5

6.2

59

7.0

TABLE XXXI

EDUCATIONAL IMPRDVEMENT

AVERAGE PRE-ENROLLMENT
GRADE LEVEL

GRADE LEVEL
CYCLE 1

AVERAGE POST-ENROLLME?
GRADE LEVEL

CYCLE 1 CYCLE2 CYCLE3 (

74 8.1 8.3
7.1 79 7.2
7.0 74 7.4
7.2 £4 8.6
7.2 8.0 79

(1) Stanford Achievement Tests, Intermediate I, Partial Battery, Forms W, X and Y.




6.8

6.2

56

6.7

6.3

O

ERIC
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6.6

5.8

73

. 6.7

TABLE XXXI

EDUCATIONAL IMPROVEMENT

AVERAGE PRE-ENROLLMENT
GRADE LEVEL

GRADE LEVEL
CYCLE1 CYCLE2 CYCLE3

6.5

6.2

5.9

70

6.4

AVERAGE POST-ENROLLMENT
GRADE LEVEL

CYCLE 1 CYZLE2 CYCLE3 CYCLE 1
74 8.1 8.3 6
7.1 79 7.2 9
7.0 74 74 1.4
72 8.4 8.6 5
72 8.0 79 9

atermediate (I, Partia! Battery, Forms W, X and Y.

AVERAGE CHANGE IN
GRADE LEVEL

CYCLE 2 CYCLE 3

2
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Lewis Alvernon
George Anderson
Burbara Arnold
Larry Barnett
Charles Bell
Annette Blanton
Jack Bregmuan
Nornan Brown
Sharun Butler
Henry Collins
Jill Diskan
Marty Dubler

AXSMITH, William

BAILEY, C. James

BASS, Don.

BATCHELOR, Rex C

CARLSON,E.A.

CHRISTENSEN, John R.

CURRY, Lioyd D.

147

United St
Respor

APPENDIX
—————

tes R&D Carp. Personne
wible for IMC Sueeess
First Year

Richard Fvars
Judith Fenste o
Audrey Flemings
Theresa Garduno
Morris Grant
Richard Grossm.
Charles Guy
Cynthia Hill
Timothy Hogen
Evelyn Hunziker
Matt Jurkson
Qtistine Janes

Vivian Jones
Dona Krul

Janet Lure
Adoree Lursan
Uarolyn Laster
Josse Lea

Harry Levine
Pameta Levy
Mugdalena Leper
Victor Madrid
Diana McDanald
Helen MclFarland

INDUSTRIAL ADVISORY BOARD
S S SR S
Personnel Manager 757-0550 EHLER, W
Crown Zetterbach Corp.
Antinch
Assistant Vice President 2735727
Bank of America FANCEY, |
Oakland
Personnel Manager FLYNN, CI

duPont DeNemours E.1. & Co.
Antioch

Manager
Catit. State Employment Dept.
Pittsburg

Chief of Falice 7672222
City of Antioch

Antioch

Principal 4339124
Evening High School

Pittshurg

Assistant Director 228 3000

Neighborhood Youth Coros X391
Prasant Hill

GREENE, J

HARDING,

X Z8SARIS,



APPENDIX
S—

United States R&D Caorp. Personnel
Responsible tor IMC Success

First Year

I vans
CHStercr
I-leinings
Garduio
rant
Grossman
"y

i
]'Ugl‘"
bunziker

Vivian Jones
Dona Kru!

Tanet Lane
Adoree Larsen
Carolyn Laster
Josse Lea

Harry Leving
Pamela Levy
Magdaiena Lopes
Victor Mudrid

Ason Diana McDonald

Jones Helen McFurland
INDUSTRIAL ADVISORY 80ARD
T T S

| Manager 7570550 EHLER, WP,

2ilerbach Corp.

Vice President 2713.57127

America

B Manager
YeNemours E.I. & Co.

te Emptoyment Depl.

olize 151.2222
L ntinch

439 9122
tigh Schoot
Dim m gy 228 3000
nor - Sorps X321
illEMC

FANCEY, Leo S.

FLYNN, Clarence

GREENE, Juhn 8

HARDING, Jack

KESSARIS, EH wueth

Bernice MeNamara
Walter Moon

Ronald Oler

Carol Pack

CIiff Rasmussern
Nancy Ratliff
Savannah Richerdson
Ruby Rebinson
Disna Robles
Theresa Robles

Personnet Supervisor
Shell Cremical Co.
Pittsburg

City Manager
City ot Antiocih
Anticch

Chiefl of Police

City of Putisting
Pittshurg

Housing Authaority

Detphia Rowland
Fanet Smithline
Syd Smithline
Adeline Tufoya
Dethert Tatiafera
Naney Tivhols
Puatricia Welron
Lonrtie Ward
VoI Whippl.
Sam Willizmson
Alfred Wright

458.3222

757-3333

432 G464

432-3523

of Contra Costa Country

Pittsburg

Directar of Petsonne!

757-4000

Fibreboard Corporation

Antioch

District Supervisor

439 8282

Social Services Department

Pittsburg

131



Mr. George Anderson, Director
Industrial Manpower Center
625 W. Fourth Street

Antioch, California 94509

Dear George:

This is a fallow up to my eartier discussion with you and
Department of Labor representatives on September 4.

As 1 indicated at that time, I sincerely believe that the
location of your center here in Antioch serves the purpose
of exposino different racial groups of our society to ea- h
other. It is evident Antioch is primarily comprised of all
white people and your center assists in our people coming
into contact with minority groups, primarify blacks. This
useful purpose is separate from the useful training that is
carried on within the center,

Initially there were some misgivings about the reaction of
aur citizens 1o the center’s location, but | think that has
brer answered. | do hope that the zenter will continue 1@
function and be focated here in Antioch.

Very truly yours,

LEQ S. FANCEY
City Manager
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INDUSTRIAL MANPOWER CENTER

PITTSBURG, CALIFORNIA

The Pittsburg Industrial Manpower Center is a national demonstration project
of prewvocatienal job training, sponsored by the United States Department of
Labor and administered by the United States Research and Developrient
Corporation of New York City.

United States R & D Corporation is a management firm which specializes in
designing and conducting programs in the public secior, bridging the gap
beiween government and private industry.

The purpose of the Pittsburg Industrial Marpower Center is to prepare
unemployed hardcore poor for full time, stable employment n industry and
emnioyad persons for on-the-job advancement. The curriculum is desigred to
upgrade trainees in Basic Education and to build good work attitudes through
small group discussions in Human Resouice Development.

Th2 Basic Education program uses the MIND (Methods of Iniellectual
Development) system. It is conducted with the use of individual tape recorders
and a series of pra-recorded tapes which are supplemented by basic workbooks.

Classes in mathematics, reading, vocabulary and writing skills are held four
hours per day, five days per week for unemployed people und two hours per
night for people who are working While a monitor is always present in the
classroom, she is not a traditional teacher. Trainees work as a group, teaching
themselves and each other, each moving at his own pace which quickly gains
momentum as the group develops. The atmosphere in the classroom is relaxed
and informal, eliminating feelings of fear and competition usually present in
traditional school situations.

The Human Resource Developnient program, meeting for two hours per day,
consists of aseries of sma'l group discussions conducterd by a Group Leader. The
curricolum is designed 1o equip trainees with those skills necessary to seek, gain
and maintain a job. Topics include cemmunication skills; employer-employee
relations: consumer education; medical self-help, and money management,

Video t.pe and other induslrial training techniques are frequently used in
teaching communication skills, 1ob interviewing and “ersonal demeanor. Trainces
visit local plants, and employn ers visit the Center to discuss work relationships
from the management point of view.

In all aspects of the program, trainees are encouraged to examine their own
ideas, feelings and attitudes, thereby learning skills which they can use in the
future to resolve pioblems more eftectively.

At the end of the tenweek training pericd, the graduate who was
unemployed is prepared for an entry fevel job in industry. The underenmployed
graduate is now equipped to enter the lincs of progression within his p'ant. The
Center assists the unemployed graduate in ¥ ding a job and nwinta..s a
counseling refationship with all graduates for a1 least six months.
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DON'T READ THIS. ..

Unless you want a job or want to move into a better job.

The trainees of the first graduating class of the [ndustrial
Manpower Center are now seeking employment — and getting jobs!

Why Because the IMC prepares its trainees for jobs by teaching
how to get jobs; haw to fill out job applications; how to go through a
job interview; and by teaching how to keep a job.

IMC trainees also increase their math, spelling, reading and
vacabulary knowledge.

IMC trainees learn now to get the most for their money — how to
use credit wisely, how to follow a budget, how to find a good buy,
plus other things that are useful and save you money.

If interested, sign up now for the next class which begins October

28th, 196¢,
Call 7640205
Visit the
Industrial Manpower Center
Fouwnth and “H7 Stiects Antioch. Calitotni 94509

wy

CONCERTED SERVICES

Colwmbia Cocle, Prutsbure, Calitormg 94568

1744




EDUCATION & JOBS =

5388

DO YOU WANT A JOB?

DO YOU WANT TO ADVANCE IN YOUR JOBY

YES Then the Pittsburg Industrisd Manpower Center can help you.

AM T QUALIFIED Unemployed and employed pesons can apply for tiaining.

WHAT WL T LEARN 1 ten weeks you will learn:
~ Everyday math and teading skills

~ How to get a job

-- How to keep a job
- How to manage money
= How 1o sell your talents to an cmployer
WIERE TO APPLY Pittsburg Industrial Manpiower Ceater at Conceerted Services
Praoject. Columbia Circle in Pittsburg.

WHEN Apply NOW between 9:00 aan. and 9:00 pan.. Mon, thronugh Fri
and fraom 9:00 .. to 5:00 p.w.. Sat.

QUESHIONS Came to the Industeial Manpower Center or telephone 439 1051
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SECTION XXVI1I
Muliphcation . anolhe versicn of addeon
Here we are adcing a number lo itsel! many tmes ¢vier

3+3+3+3~=3x4

You will pohce 1hat x 5 used to indicate a multplcabon (the x 15 a +
1ured siceways)

The siatemenl
3x4

means “three, four imes

W15 meconveruent, hewever, 10 do mult:)plcalidng by asdog up long
culumng of numbers Suppose, tor instance, you wanted 10 hind out
how much your yearly pay 5 It you make §72 a week. you ge: the
answar by adding up a column wilk (ity-twe §72 s4r t Bul whal a kot
ot work! The nght hand side o Pus page shows whal this would
ook I:ke

What we are going 10 Jears are cedain ru'es of nultiplicatinn that we'l
save much labor

We are going 19 80 4 the long way fwst jus! so we can seg whal is
really hapgening M.lipYy thireen by five

RIC 13
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©e 13

82 x 5

5 -

SH

2;; Thirteen is ore set of Lo~ plus three lalt over. Su wo wit wiite

o7

52 10 +3

135

7z

‘;-‘_g Now we add together iva of thase Thiteen bive brig is
2

57

$ 10+ 3

o 10+ 3

i 10+ 3

HE: 10+ 3

i 10+ 3

€72 T

§°2 .

i2 50415

§2

§72 -

612 "hsis

§72

52

57 50

577 +15

s7e -

s prooueT: 65

82

€

$2

s°2

(3

[3N

€2

52

9':'
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The answer is 13x5=¢5 The answer fo a multiphcation 1s zatied -
PRODUCT.

Notice that the 1 in 15 carried over into the 1ens coluinn Now we e
going 1o do this same example the short way

Fusl Step
Carry over the
115
Second Step
One, hys tincs
s five
T lus ene carned
over
Mokes Six
Product

+1
13
x 5

5

13
x5

65

Compare this with the long method

Five [hree tmes s 1§
Put the 51nt the answ.er
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Ancther example

21

Twentv-une 15 2 sels of ten pius one, of
20+ 1

Add up seven of these

and

Product 147

Doing this the shon way

LL————————‘—/_,:——F

O
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First Step
Wy nothing 40
tocarry 21
Ore seventimes
X 7 ssewen
7
Second Step
+9
Two sevenlres 2}
18 fourteen x 7
Nething 10 €ar'y
-s'omgcm 147
S ==
TT—————"




Do the folfowing muMiplicatons Show ail your work neatly. Example: Answers:

*:4 M 12

Show it.e number x5 (Carryovery)
XL youcaryover 60
u8
(11225 = x 5  (Carryoveri)
(2) 22x5 = 110
(3;16x3 =
4)7x15= 3) 18
{5)3x25= x 3 (Cerryover2)

4) 15
7 (Carry tver 2)

)
»*

N
W n

(Carry over 1)

O
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